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ABSTRACT 
The purpose of this study was to examine the use of kedback by managers and co-
ordinators of volunteers in the management of performance by volunteers. 
Research into the use off eedback in the paid workforce was examined extensively. 
Additionally, research dealing with the application of human resource management 
theory to volunteers is discussed. 
A foundation study conducted to examine the performance management practices in 
use with volunteers in Western Australia fonns the basis for a multi-phase qualitative 
and quantitative examination of the topic. The perceptions of the managers and co-
ordinators of volunteers, and the volunteers themselves about what constitutes poor 
performance and the role played by feedback in its management are examined 
Results indicate that the special "muturing" element associated with managing 
volunteers, and the general feedback environment including the organisational culture, 
have an important role to play in the use of feedback. The findings offered here 
represent a reference point for managers and co-ordinators of volunteers seeking to 
employ feedback effectively as an eftective tool in managing volunteers. 
J 
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CHAPTER 1: INTRODUCTION 
1. 1 Background to the research 
Today, nonpr<?fit and M/untary action research is a viable 
mu/JidisciplinmJJ concern of inleresl lo researchers, scholar.\', and 
practilinners in many dijferenl disciplines and professions. 
(Lohmann, /992, p. 6) 
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There has been a growing scholarly interest in the area of nonprofit and voluntary action 
research, commencing with a trickle in the 1970s and expanding to a point where in the 
late 1990s over forty reputable universities and organisations have dedicated research 
bodies conducting investigations in the area. Lohmann ( 1992) identified that in the early 
1990s, despite the existence of such "academic centers and programs" independent 
scholars at a variety of institutions were still carrying out much of the research. 
The research covers a vast range of work, including Lohrnann's (1992) own highly 
theoretical perspective on the phenomenon which he terms "the commons", which 
attempts to embrace all that is included in the nonprofit and voluntary sectors as well as 
the associated concepts and definitions. The growing body of research a'so explores the 
operations and actions of those who work with volunteers and of volunteers themselw:s, 
and it is in the nature of this sort of research that the current work stands. 
This research was conducted as a result of a preliminary study, detailed in Chapter 3, 
which highlighted the need for co-ordinators and managers of volunteers to have some 
sort of infonnation which offered them strategies to deal with the occurrence of poor 
performance by a volunteer. Anecdotal evidence and personal communication 
highlighted that this above many other aspects of managing volunteers was of concern to 
co-ordinators and managers of volunteers. 
I 11 
The current climate for volunteer managers and co~ordinators is one of rationalisation of 
services. competition for funding. increasing demand for volunteers from a wider range 
of organisations, and what some have detcm1inc<l as a decline in volunteer numbers, 
increased accountability and the rolling back of the welfare state. Volunteer managers 
and co-ordinators are therefore under increasing pressure to ensure that the scrvicl: 
provided by volunteers meets the needs of the community (Baum ct al., 1999; 
Ironmonger. 1998; Jamrozik, 1996; Lyons & Fabiansson, 1998; Metzer, Dollard, Rogers, 
& Cordingly. 1997). Monitoring and evaluation, service standards and increased legal 
responsibility have created a climate in which organisations are less able to accept poor 
or declining performance by a volunteer. This research investigates the use of feedback 
in the management of poor performance by volunteers and offers insights to assist 
volunteer managers and co-ordinators. 
1. 2 Research problem 
The problem addressed in this research is: 
To what extent is feedback used by Western Australian organisations in the 
management of performance by volunteers? 
Essentially this thesis presents a picture which illustrates that Western Australian 
organisations are using feedback to manage the performance of their volunteers to 
varying degrees. It is argued that poor perfonnance by volunteers should be managed, 
and that feedback, if used in a consistent and sensitive manner, is an appropriate tool. It 
is apparent, however, that the environment in which the feedback is to be used is the key 
to the success of such feedback and that there are a number of other variables that will 
influence the outcomes. 
I 
1.3 .. Justification for the research 
The 52"J session of the United Nations General Assembly 
approved by consensus on November 20 I 997 a proposal by lhe 
Govermnenl ofJiipan and 122 olher Member Stales lhal lhe year 
2001 be proclaimed lhe lnlernalional Year of Volunteers (1998). 
This statement indicates the growing recognition of the importance of volunteers and 
volunteering. Australian Bureau of Statistics figures (ABS, 1996, p. I) reveal that over 
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2. 6 mi 11 ion Australians ( I 9% of the c i vi Ii an population) served as a vo I un teer at som c 
time during I 995. These figures have been interpreted to indicate a decline in the level of 
volunteering in Australia since the 1980s (Jamrozik, 1996; Lyons & Fabiansson, 1998). 
Earlier figures derived from an Australian Bureau of Statistics (ABS) time use survey 
indicated that "voluntary workers each contributed 134 minutes of work per day on 
average to the community" (ABS, 1994a, p. 19). Ironmonger ( 1998, p. 23) estimates that 
aside from the direct benefits to the volunteers in terms of personal satisfaction and social 
contact, 
if the households and organisalions [in Australia] paid the full 
cost of benefits I hey receive in the form of volun1arily provided 
goods and services received, lhe money involved li'Ou!d be 
equivalent to about eight per cent a/GDP ($31 billion in 1992). 
In addition to the numerical approach to quantifying volunteering, there is increasing 
interest in the contribution of volunteering to civil society (Salamon & Anheier, 1998b; 
Seigel & Yancey, 1994). Volunteering is cited as one of the components of social 
capital, defined as "'the processes between people which establish networks, nonns, 
social t111st and facilitate coordination and cooperation for mutual benefit" (Cox cited in 
Baum et al., 1999, p. 13 ). It is argued that the strength of social capital within the 
community might be inJicated by the willingness of its members to volunteer (Baum et 
' 
l3 
al.. I 999, p. 14 ), and that .. the ex tent to which people are acti vc in secondary groups in 
the community" can be seen as a "crucial test of the health of civil society" (Putnam cited 
in Wilson & Musick, 1997, p. 252). 
Despite the increasing recognition of the role and contribution of volunteers to the 
Australian economy and to our society, the pressures on volunteer managers and co-
ordinators come from all quarters. Governments expect increasing levels of 
responsibility and accountability from agencies and organisations. Increasing demands 
and reduced spending have meant that such expectations must be met in order to receive 
grants and other forms of funding. As a consequence, organisations are demanding more 
of their volunteer programmes as expenditure is cut in other parts of the organisation, and 
clients are demanding more of the services they receive despite the reduced spending in 
areas such as welfare and education. 
Volunteers themselves have expressed varying levels of concern about the organisation 
of their volunteer work. Seventy one percent of British volunteers indicated that they 
would like their work to be better organised (Davis Smith, 1998), and smaller 
percentages indicated concern with boredom, coping with workload and taking up too 
much time. In Australia, when asked about concerns about aspects of voluntary work, 
11.6% of volunteers indicated a lack of support was their major concern, with amount of 
time required (10.4%) and legal responsibility (10.5%) being the next major concerns 
selected from the choices offered (ABS, 1996). Sixty four percent, however, indicated 
that they had no concerns, Research has shown that volunteers "strongly desire 
conditions and organizational settings that facilitate effective and efficient volunteer 
work." (Colomy, Chen, & Andrews, 1987, p. 23). 
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The increasing "professionalisation" of volunteering is reflected in the establish,ncnt of 
"hest practice" standards (Volunteering W/\, 1997 as amended) and in the nature and 
content of the material being published about volunteers and volunt<>rring. It is important 
that the day to day management concerns of those who manage .oluntccrs arc researched 
thoroughly to complement the formal and informal .support networks established to share 
information (such as the Co-ordinators' Network in Western Australia). It is important, 
too. that such research address nnt r,,11) the concerns of the managers and co-ordinators 
and their agencies but also those of the volunteers themselves, to enable the outcomes to 
enhance the volunteer experience rather than simply imposing one more expectation on 
volunteer and manager alike. This view is supported by recent findings in the United 
Kingdom ,vhich indicate that whilst organisations must manage volunteers 
professionally, care must be taken to avoid alienation of the volunteer workforce by the 
same actions (Cunningham, 1999). 
1.4 Methodology 
A combination of quantitative and qualitative methods was used in this study. The 
adoption of the combined approach was designed to serve the dual purpose of canvassing 
a range of views and issues and making direct contact with the people most likely to be 
affected by the phenomena under examination. Further discussion of the methodology 
can be found in Chapter 5. 
1.5 Outline of the thesis 
This thesis is presented in seven chapters, and includes a synopsis of a preliminary study 
which was an important aspect of the development of this topic. Chapter 2 examines the 
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litcrnture in two areas. The first is that of fcedhack which hm, been researched widely in 
relation to the paid workforce. It is generally agreed that feedback is vital in the 
management of perfommncc. hut that it is also a very complex, and at times dangerous, 
tool which needs to he carefully handled. The second area is the litcniturc on the 
management of volunteers. which contains only a small amount of empirical research 
into the use of feedback with volunteers. 
The foundation study is outlined in Chapter 3. This preliminary study served to provide a 
backdrop against which to further examine the issues related to the management of the 
performance of volunteers. and was the tool for the workshop at which the research issue 
was identified. Those findings from that study which are contributory to this thesis have 
been presented here. 
Chapter 4 outlines the research framework and the methodology and instruments are 
examined in Chapter 5, with further explanation of the combination of quantitative and 
qualitative approaches. 
The findings of this research are set out in Chapter 6 which also details the profile of 
respondents and presents an analysis of the data. 
Chapter 7 looks at the implications of the findings of the research, offers some insights 
for practitioners, a d outlines the potential for further research. 
1.6 Definitions 
Key and controversial tenns are defined here to establish the position of this research. 
Further discussion of the tenninology takes place in both the literature review and 
theoretical framework chapters of this thesis. 
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Perhaps the most controversial is the definition of the terms volunteer and vol untccring. 
There is some debate as to the nature of these tcnns, and there arc those who argue that a 
purist ddinition of the terms should he employed al all times (I/\ VE, 1998). Cnaan, 
I-land y and Wadsworth ( 1996) proposed a framework for the cl ari fi cation of operational 
definitions of the tcnn volunteer (Figure 1.1 ). 
Dimension 
Free choice 
Remuneration 
Structure 
Categories 
Free will (the ability lo voluntarily choose). 
Relatively uncoerced 
Obligation to volunteer 
None at all 
None expected 
Expenses reimbursed 
Stipend/low pay 
Formal 
Informal 
Intended beneficiaries Benefit/help others/strangers 
Benefit/help friends/re la ti ves 
Benefit onese If (as well) 
Figure 1.1: Kfcy dimensions of the term volunteer 
(Source: Cnaan, Handy & Wadsworth, 1996, p. 3 71 ) 
(Copyright © 1996 by Sage Publications Inc Reprinted by permission of publisher) 
Using the framework developed by Cnaan, Handy and Wadsworth ( 1996) the definition 
of volunteer for the purposes of this research is as follows: 
> Category 1: Free Will - volunteers exercised free will or were relatively uncoerced. 
> Category 2: Remuneration - volunteers did not receive a stipend or low pay 
> Category 3: Structure - volunteers were in a fomial volunteer setting 
> Category 4: Intended beneficiaries - volunteers came from the full spectrum of this 
dimension. 
Further discussion of the adoption of this definition is contained in Chapter 2. 
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Two other tem1s de Ii ned for the purpose of this research arc "feedback., and "supcrv isor ". 
For the purposes of the questionnaire definitions of these terms were offered to assist 
volunteers. These were as follows: 
» ':feedback means infommtion about your pcrfommnce as a volunteer. This 
infommtion could be in many forms - from a beep from a computer when you make 
an error - to a formal recorded discussion; 
? supervisor means the person who organises, supervises, co-ordinates, is your contact, 
or generally looks after your needs while you volunteer. 11 
Each of these terms are further discussed in the literature review in Chapter 2. 
1. 7 Limitations 
This research is largely exploratory. The sample of six organisations and the number of 
participants (85 questionnaire respondents) are relatively small and this limits 
generalisability of the findings. It is contended that the propositions made are based on a 
sufficiently varied sample to be taken seriously and to form a sound basis for further 
hypothesis testing and discussion. It is also contended that the workshops and seminars 
were a valuable method of reducing the impact of these limitations. 
1.D Assumptions 
Assumptions about the issues to be researched may have some bearing on the findings. It 
is assumed that volunteering is beneficial and necessary to the community. On the basis 
of the assertions by such authors as Handy (1988) and Drucker (1989; 1990), it is also 
assumed that it is valid to consider the application of management theories in the 
volunteering context. This issue emerged in discussion during data collection and is 
considered in both the literature review (Chapter 2) and the findings and discussion 
· chapters (Chapters 6 and 7). 
1.9 Conclusion 
This chapter has outlined the key features of this thesis. It has introduced the research 
problem and outlined the direction of the thesis. It has demonstrated the value of the 
issue under investigation and the methodological approach taken. 
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CHAPTER 2: LITERATURE REVIEW 
2. 1 Introduction 
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Chapter 2 reviews the literature relevant to the issue of the use of feedback in volunteer 
manugemcnt. It commences by exploring the various ways in which the tcnns volunteer 
and volunteering may be applied and outlines the use of the tcnns for this research. It 
then examines the debate as to whether the theories developed for paid employees can be 
applied to volunteers, and concludes that there is some merit in taking this approach. 
Subsequently the research into the use of feedback with paid employees is discussed. 
This is followed by an examination of the extant literature on this specific topic with 
volunteers. 
2.2 Context: Volunteers and Volunteering 
There seems to be widespread agreement that there is a lack of clarity about the 
terminology associated with volunteering (Handy, 1988; Kendall & Knapp, 1995; 
Marshall, 1996; Noble, 1991 ). Cnaan and Amrofell ( t 994) observed that much of the 
research they encountered in their review of over 300 articles assumed that the terms 
"volunteer" and '"volunteering" are universally understood, but that a wide variety of 
interpretations had been placed on the exact nature of the terms. 
Recent discussion of the terminology has provoked some debate. Ellis (1997), for 
example, suggests that the terms must continue to evolve from that which they once 
represented, if volunteering is to remain in touch with what is happening. Others 
disagree, stating that the purist approach to the terminology is necessary to maintain the 
integrity of volunteering (Lee, 1997 cited in IAVE, 1998, p. 12). Ellis ( 1997, p. 29) 
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argues that the tenn volunteering is "evolving and expanding". She outlines the 
progression from a time when debate centred around whether a "volunteer" could receive 
~ 
reimbursement of cxpensl.!s, to the current debate in the United States where the lines arc 
now blurred and there is even a possibility that stipcnded service and payment of college 
or university tuition fees at the end of periods of voluntary service might still constitute 
volunteering. Ellis contends that it is unwise to "blindly accept all changes as 
inevitable". but that to "hold on to outmoded definitions of volunteering" is to "risk 
narrowing our scope to nothingness" ( 1997, p. 2 9). 
Cnaan and Amrofell argue that for the purposes of research "it is essential that the exact 
profile of volunteers be reported in each study if we are to avoid erroneous 
generalisations." (I 994, p. 349). They suggest that the use of a classification system will 
allow researchers to "account for contradictory findings and will be challenged by the 
need to look for what explains variability ... for specific unique groups." (p. 349). Davis-
Smith (1992, p. 73) suggests that even within the United Kingdom research findings 
cannot be easily compared due to the lack of agreement on a definition. Lyons, 
Wijkstrom and Clary (1998, p. 46) have called for a framework and the setting of 
standards in volunteering research. 
Trawling for information on volunteers and volunteering makes the lack of clarity in the 
terminology rudely apparent, as much of the material is found in less obvious places in 
the literature. Conducting research into any aspect of volunteers and volunteering 
requires the development of operational definitions. and to compare research such 
definitions require clarity. This study argues whilst it may be difficult to offer a 
definitive statement on the "correct" terminology, there is a need for a framework which 
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can be adopted both in research and in the practice of volunteering. and which will allow 
gcncrnlis11tion and better comparability of results. 
2.2.1 Current definitions 
In Australia. the term "volunteer" and the act of "volunteering" have been defined by a 
num bcr of aut hori tat i ve organisations for differing purposes. Vo I untccri ng Australia 
adopted a definition of volunteering which is found in the Volunteering Standards 
tvlanual (Volunteering Australia, 1998, np): 
Formal vohmteering is an activity which always takes place 
through not-for-profit organisations and projects and is: 
>"' Of benefit to the community and the volunteer; 
>"' Undertaken of the volunteer's own free will and without 
coercion; 
~ For no financial payment; and 
>"' Underpinned by Volunteering Australia's Principles of 
Volunteering. 
This definition specifically excludes: 
Labour pe,formed through community service orders, 
Work-for-benefit-schemes which do not allow the individual to 
choose to volunteer, 
Student work experience. 
The reasoning here is that these activities are not entirely of the person's free will, but are 
done in order to "fulfil an obligation." (Volunteering Australia, 1998 in Volunteering 
WA, 1997 as amended). 
The standards manual also specifies that "volunteer work is based in non~cmnmercial 
settings." This is despite recognition of "corporate volunteering" and "employee 
volunteering" where companies encourage their employees to undertake voluntary work 
' . 
. ••r 
during work time (e.g. bus drivers in free dress to raise money for Radio Lollipop), or 
becoming involved in voluntary activities such as Clean up Australia in their own time. 
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Volunteering Australia, and Volunteering WA, have pragmatic as well as philosophical 
reasons for the adoption of the definition above. Apart from the arguments about purist 
definitions and the alienation of the tme volunteer, there are strict frameworks within 
which these bodies apply for funding assistance from government and other sources. For 
there to be any chance of competing for the limited funding available, agencies must be 
clear about both their c1ient base and their role. 
For its inaugural survey of voluntary work the Australian Bureau of Statistics (ABS) 
Jesignated a volunteer as "someone who willingly gave unpaid help, in the form of time, 
service or skills, through an organisation or group." (ABS, 1996, p. 31 ). It did not 
specifically define voluntary work, despite this being the title of the survey. The ABS 
voluntary work data was collected as part of the monthly survey of labour force status 
{Lyons et al., 1998, p. 4 7). 
The Australian Council of Social Service (A COSS) in its paper "'Volunteering in 
Australia" defined voluntary work as work which is: 
Done of one's own free will; 
Provides a service to the community; 
Is done without monetary reward, excluding out of pocket 
expenses. (ACOSS, 1996, p. 5). 
The ACOSS paper observes that "volunteering is work. It is also an expression of active 
participation in the civic life of a democratic society" (p. 5). 
The research for the ACOSS paper did not include unpaid household work and "informal 
volunteering" within its scope. This exclusion of "informal volunteering" corresponds 
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with the ABS inclusion in its definition of the work "being done through an organisation 
or group." The purpose of the /\COSS paper was to examine "the nature und extent of 
volunteering in Austrnlia, with a particular emphasis on issues relating to women's 
involvement in voluntary work'' (/\COSS, 1996, p. i). 
The 1991 UK survey of voluntary activity used the definition: 
any activity which involves ,\pending lime, unpaid, doing 
something which aims to benefit someone (individuals or group.\) 
other than or in addition lo a close relative, or to benefit the 
environment (Lynn & Davis Smith, I 992, p. 16). 
This approach was used again in 1997 (Davis Smith, 1998). Interestingly, the survey 
questionnaires did not use this definition directly. The questionnaire also "deliberately 
avoided the terms "voluntary work' and 'volunteering' in order to reduce the risk of 
respondents answering only within their own perceptions of what constitutes 
volunteering" referring instead to unpaid work and help (Davis Smith, I 998, p. 14). 
In the US volunteering has been defined as "not just belonging to a service organisation 
but working in some way to help others for no monetary pay" (Hodgkinson & Weitzman 
cited in Sundeen, 1992, p. 275). 
2.2.2 Statistical comparisons 
Definitions applied in Australia and elsewhere largely exclude informal volunteering. 
For example, the Australian Bureau of Statistics in its survey on unpaid work (ABS, 
1994b, p. 4) excluded "work undertaken by an individual or group of individuals acting 
on their own initiative .... Because there is no way of capturing such activity which 
occurs within and between households." 
I 
The UK studies, whilst nmking a clear distinction hctwcen formal and informal 
volunteering. did collect data on voluntary activity undertaken "outside of an 
organisational context and on an individual hasis, such as a neighbour helping a 
neighbour'" ( Davis Smith. 1998. p.14 ). 
Statistics Canada has maintained more exclusions than ABS in its appraisal of unpaid 
work. largely on the basis of the difficulty of distinguishing "work" from leisure (ABS, 
1994b. p. 6). 
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Lyons ( 1994, p. 164) suggests that the confusion over the terminology might contribute 
to the lack of recognition of the value of the services provided by volunteers to the 
Australian economy. Concern over definitions and methods of calculation are 
compounded by concerns over the classification of volunteer activity as "work'' or as 
'"leisure". Part of this concern is perhaps associated with the changing view of the 
volunteer as active citizen rather than "Lady Bountiful" (Sheard, 1995 ). Sociologists 
(Baldock, 1988) and labour historians (Oppenheimer, 1998; Scott, 1998) have also been 
examining this view. Scott ( 1998) argues that if volunteer activity is classified as "work" 
much oflabour history, especially that of women, is yet to be examined, as there a vast 
amounts of "work" which have been undertaken by women in a voluntary capacity, 
which have not traditionally be included in historical considerations of 11work" and 
labour. 
Lyons, Wijkstrom and Clary ( 1998) examined the various approaches taken in four 
national studies and in four cross-national studies. They concluded that there were a 
number of variables which were framed differently in each of these studies including 
technical differences such as size of sample, and scope differences such as the 
I 
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infomml/fonnal µistinction. More important, and more "fatal" however, were the 
variations they encountered in "the way the activities that arc the object of the study were 
defined and how the questions designed to elect the data were framed and put." (p. 48). 
The examples provided by the authors demonstrated their concern about the variation in 
theway "activities were identified to respondents" and in the prompting of responses ( p. 
49). 
To further complicate the picture, some authors refer to a volunteer, voluntary or non-
profit sector. Comparisons are difficult to make between the various viewpoints taken on 
the existence and boundaries of a "sector". Many researchers and commentators have 
observed that the tenn sector refers to that which is not the state or the market (i.e. the 
government or profit sectors). This results in the definition being somewhat unclear, and 
referring to what the ·•sector" is not, rather than what it is (Marshall, 1996). It can also 
result in the misconception that volunteering does not take place in the other two sectors. 
It is beyond the scope of this paper to pursue the debate on the existence or otherwise of a 
sector or sectors, but a large number of differing tenns, models and taxonomies have 
been proposed on this subject (e.g. Hodgkinson, 1990; James, 1997; Kendall & Knapp, 
1995; Marshall, 1996; Salamon & Anheier, 1994; f 1lamon & Anheier, 1998a; Salamon 
& Anheier, 1998b ). 
2.2.3 Differing Perceptions 
Qualitative research in the UK revealed that volunteers and non-volunteers had differing 
perceptions on the nature of volunteering. All of the definitions offered included giving 
up time to do work in an unpaid capacity, but non-volunteers had a perception that 
_,, 
26 
volunteers ··put themselves out" and suffered some inconvenience. whilst volunlccrs saw 
their activities in a more positive light (Thomas & Finch, 1990, p. l 7) . 
. 
Cna.m ct a l's ( 1996) investigations of "perception" demonstrated that there was wide 
variability in what people classified as "volunteering". This was supported by work of 
Lyons (cited in Lyons ct al., 1998). The varied perceptions of volunteering is an issue 
examined in relation to youth volunteering in the UK. Young people did not like the 
tenn "volunteering''. and one third of the participants felt the terms volunteer and 
volunteering were a "tum off' at least to some extent (Gaskin, 1998). 
Research in the area of volunteering could be hampered by perceptions of the terms 
volunteer and volunteering. People do not always classify what they do as volunteering, 
either due to its not fitting the traditional form of volunteering, or in some cases due to its 
'"strong association with charities and the 'stigma' attached" (Gaskin, 1998, p. 40). This 
may result in their not viewing research in the area as being relevant to them, and 
declining to participate, or leaving out important information. The UK studies have 
attempted to avoid participants making assumptions or leaving out important information, 
by using mechanisms to avoid use of the terms volunteer and volunteering. This has 
included structuring questions which ask about lists of specific activities. 
2.2.4 Mapping the terms 
Work by Cnaan and Amrofell ( 1994) and Cnaan, Handy and Wadsworth (1996) revealed 
that the term volunteer is utilised to describe a large range of activities and is perceived in 
a wide variety of ways. Cnaan and Amrofell (1994) utilised a mapping sentence 
technique which allows classification of a complex multidimensional phenomenon and 
enables each person or group to be defined by selection of relevant categories in each 
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fai..:cl or dimension. The ten facets identified arc "who is the volunteer, what is being 
vol untecred, the level of fomml it y of the volunteer work. the frequency of vo I un tccri ng, 
(he amount oft i me al I ocatcd per vo I untccr cpi sodc, re lated ncss of hcncfi ci arics, 
characteristics of beneficiaries. who manages volunlcers, management activities and 
volunteer rewards." (p. 340). The mapping sentence is presented in Figure 2.1. 
II I JI 
A person X of a gender, who gives Time, to a(n) Individual 
certain age. Service, lnfonnal. 
education, or Expertise. Nonprofit. 
SES (socio Prestige, or Governmental, or 
economic Connections For-profit 
status) Organisation 
IV V VJ 
at least once, each time for Less than 1 To Oneself, 
a few times a hour, Relatives, 
year, I .3 hours, Similar people, 
monthly, 3-5 hours, Staff, 
bi-weekly, or> 5 hours Strangers, or 
weekly, causes 
a few times 
per week, 
or daily 
VII VIII 
Who are age, and Xis Fonnal co- Who conducts 
characterised by a(n) need, gender, managed by ordinator, staff 
or race, (a) member, 
veteran 
volunteer, 
oneself. 
IX X 
Recruitment and X obtains Tangible, is a Volunteer. 
Screening, rewards that Internal, 
Orientation, are Social, 
Preservice training, Nonnative, or 
Ongoing supervision, avoidance 
Recognition or 
. Tennination 
Figure 2.1: Volunteering Mapping Sentence 
(Source: Cnaan & Amrofell, 1994, p. 341) 
(Copyright C 1994 by Sage Publications Inc Reprinted by pcnnission of publisher) 
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This nmpping sentence allows the researcher to identify the research participants. It can 
nllow a researcher to select variables to he measured - such as demographic data, and 
time spent volunteering - as well as dimensions to he used to construct .:n operational 
definition. Discussion of cnch of the facets of the mapping sentence demonstrates the 
scope of the terminology and its application. This then allows the researcher to comment 
on the generalisability of results, and allows the reader. and other researchers, to 
categorise and compare research. The limitations of the mapping sentence become 
apparent when attempts are made to bring it into everyday use. Ten facets is excessive, 
and some, such as demographic data and frequency, duration and management of 
volunteer work, are too specific. 
2.2.5 Four dimensions of volunteering 
Further work by Cnaan with Handy and Wadsworth ( 1996) identified four key 
dimensions across which there was a spectrum of acceptance of entitlement to be called a 
volunteer, and which constitute a framework which could be adopted for everyday use. 
These are presented in Figure 1.1 (on page 16). 
The four key dimensions approach accepts that the definition of volunteer is not 
universal, and invites discussion on these four aspect~. 
Dimension 1: Free Choice 
Compulsion or coercion to volunteer is not acceptable to many volunteers and 
practitioners in defining volunteering. There are, however, examples where this 
dimension becomes blurred. The voluntary work initiative for unemployed Australians 
has maintained the element of free will in its scope. No unemployed person will be 
forced to do "voluntary work" under this scheme. (VWI, nd). Some unemployed, 
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however. feel that voluntary work is the only option available to them if they arc to be 
successful in maintaining skill levels or in gaining experience to assist them in the search 
for paid work. 
In addition. some organisations do not make a distinction between their volunteer 
workers and those who 44serve the community as a result of a court order and as a means 
to avoid a prison sentence" (Adams, I 9Q2 cited in Cnaan & Amrofell, I 994, p. 347). This 
possibility would need to be recognised by a researcher conducting research in 
volunteering. The response set provided by a "volunteer" who is not a true volunteer 
may skew results, or may limit comparability of findings. 
Generally it is agreed that members of an association are not volunteers per se, and 
become volunteers when they take on active roles such as committee member, fundraiser, 
worker or administrator. The dimension of free will may occasionally be compromised 
when an element of coercion is involved in the movement of the status of person from 
member to volunteer, such as the existence of penalties including removal of membership 
entitlements for failure to perfonn rostered duties. 
Dimension 2: Remuneration 
Volunteers in some categories do receive remuneration. United Nations Volunteers for 
example, receive a living allowance whilst on placement overseas, as do Australian 
Volunteers Abroad. Mesch, Tschirhat, Perry and Lee ( 1998) refer to stipended 
volunteers. Stipended volunteers in this context are defined as those who "receive son1e 
remuneration for their services but one that is below the economic cost of their 
investment." (p. 1). Purists would argue that these are not really volunteers, but it is 
recognised that the living allowance is often far less than the volunteer would receive if 
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they took their professional skills into the workforce seeking employment at market rates. 
Mesch et al ( 1998) also caution that the motivation to volunteer may be influenced by the 
learning opportunities and career enhancing aspects of such work and therefore the 
dimension of free will may also be affected. Reimbursement of expenses is seen as 
important to enabling everyone to volunteer regardless of socio-economic status (Hedley, 
1992, p. l 05). The availability of a living allowance can also be viewed as the creation of 
an opportunity to volunteer, and that without the living allowance the numbers of people 
able to volunteer would be severely reduced. 
Two other situations arise where remuneration is an issue. The payment of an 
honorarium, traditionally paid in recognition of the donation of formal skills, or of a 
small fee, significantly below commercial rates, can sometimes be seen to be consistent 
with volunteering. Inclusion of the stipend or low pay element of this dimension allows 
the researcher or commentator clarity. 
Dimension 3: Structure 
Earlier discussion has focussed on what is and is not formal and informal volunteering, 
with the UK National Survey (Davis Smith, I 998) having a special component of its 
research focussed on this. The existence of an organised body seems to be the biggest 
distinguishing feature in this dimension. Where volunteering is not undertaken in 
association with, or under the auspices of an organisation, it is not considered to be 
fonnal volunteering. 
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Dimension 4: Intended beneficiaries 
Self~help groups or mutual aid groups are perhaps the most controversial element of this 
dimension. There is support for the proposition that those who take on active roles in 
associations are vol un tee rs, even when the purpose of the association is self he! p, and the 
person joined the organisation for this purpose (Cnaan, Handy & Wadsworth, 1996; 
Lyons et al, 1998). 
2.2.6 A Definition 
Cnaan, Handy and Wadsworth ( 1996) claim that the ""pure" definition of a volunteer falls 
into the first category in each dimension. That is: 
the volunteer has exercised free will, 
for no remuneration at all, 
in a formal setting 
to benefit/help others/strangers. 
This purist definition excludes many we might accept as volunteers in most everyday 
situations e.g.: 
> those who take up voluntary work in unemployment schemes which are not coerced; 
> those who have their expenses reimbursed, or who receive amenities free; 
~ those who take on infonnal volunteering where a group of neighbours help out a local 
family in a crisis by hanging out washing or by picking up children from school; and 
> those who become an activities leader in a human service organisation because their 
child is one of its clients. 
The adoption of a spectrum approach allows for a broader operational definition of 
volunteering where this is appropriate. The framework developed by Cnaan, Handy and 
Wadsworth ( 1996), containing these four dimensions, is put forward as an acceptable 
basis for clarifying the definitions used in this research. 
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The category of obligation in the dimension "free choice" allows the researcher to clarify 
if some of the "volunteers" taking part in a study may in fact be there due to an 
ob I igation. In the dimension "remuneration", the category of sti pended servi ce/Jow pay 
is still under debate and should remain in the framework to enable comparative research. 
It is necessary, however, to ensure that this element is clearly understood to mean 
payment which enables volunteering, and not payment for services. 
The dimension "structure" is an area where a distinction is already being made in the 
literature ( e.g. Davis Smith, 1998), and the issues here are the lack of research on the 
informal volunteering category, and the need for more accurate categorisation of fonnal 
volunteering in research. Finally clarity on the dimension "intended beneficiaries', will 
enable researchers to make a conscious and stated decision on whether to include service 
which benefits the self (i.e. self-help). 
For the purposes of this research the following dimensions apply to the definitions of 
volunteers and volunteering: 
).a- Category 1: Free Will - volunteers exercised free will or were relatively uncoerced. 
).a- Category 2: Remuneration~ volunteers did not receive a stipend or low pay 
), Category 3: Structure - volunteers were in a fonnal volunteer setting 
),, Category 4: Intended beneficiaries - volunteers were from the full spectrum of this 
dimension and beneficiaries include strangers and others, relatives and friends and, in 
some cases, the self. 
2.3 The "Management" of Volunteers 
A sometimes hotly debated issue is whether volunteers can, or even should, be managed 
· according to the theories and principles developed for business and for the management 
of paid employees. Harrison ( 1994, p. 36) argues that 40We should not think, or talk, in 
tcnns of 'managing' volunteers" as considering the volunteer to be "a special, rather 
awkward, kind of employee" is inappropriate. He suggests that using the management 
terminology, such as motivation or job description is "reductionist in nature and intent" 
and devalues the volunteer experience. 
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Conversely. Mason ( 1984, p. 18) states that "not only can much of business management 
knowledge be applied directly to the management of voluntary enterprises, but other 
aspects of the business models can also be adapted ... [and] many voluntary enterprise 
managers could significantly increase their own effectiveness" by use of this knowledge. 
He argues, al so, that the "asseb of voluntarism [idealism, much product for Ii ttle effort, 
innovation ... ] bring liabilities, such as softness, inefficiency, and sluggish response to 
direction .... " and that "because volunteer workers are not paid, direct-line accountability 
is difficult to enforce. It can be achieved but only by consent" (p. 57). Aside from 
Mason, Handy (1988), Leat ( 1993 ), Drucker ( 1989; 1990), Geber ( 1991) and others ( e.g. 
Byrne, 1990; Selby, 1978; Smith & Green, I 993) suggest that the application of 
management theory can be used to great advantage in managing volunteers. 
Perhaps the most balanced view is that presented by Dartington (1992), and previously 
touched on by Selby (1978). This view welcomes management theory but cautions that, 
iri welcoming it, volunteers, and those who "manage" them, need to ensure that they do 
not lose those qualities which make voJunteering special - networking, autonomy, 
creativity, "the voluntary, eleemosynary [i.e. charitable], altruistic, and creative qualities" 
· ·. (Selby, 1978, p. 92). Dartington ( I 992, p. 32) also warns that to simply ignore the 
opiriions.ofthose who resist 'management' could be destructive, and that such fears must 
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be ·•understood, to overcome the resistance to ordinary good practice". To lose sight of 
these concerns could lead to unthinking application of management practices and a loss 
of those qualities of volunteering which attract volunteers. Colomy, Chen and Andrews 
( 1987, p. 24) for example, found that 
Thoroughly aware that they are providing a 'gift' of their time 
and resources for which they are not heing remunerated, 
volunteers apparently expect to he treated in a manner 
significantly different from the typical employee. Accordingly, 
authoritative commands seemingly not iriformed by an awareness 
that volunteers are donating their services and are not employees 
may be regarded as illegitimate. At the same time, volunteers 
desire clearly defined responsibilities and in many cases 
recognize that in order lo perform their work effectively 
appropriate supervisor guidance is essential. However, the way 
in which that guidance is provided and the way in which ii 
reflects an awareness of volunteers' distinctive non-employee 
status, remains problematic. 
Volunteers have expressed a need for their volunteer work to be better organised: 
There were also reflections on management and organisation: 
'No one wants to be associated with an organisation that's 
disorganised; it makes you feel as if no one cares'. The sample of 
respondents wanted a more 'professional' and 'organised' 
approach lo be taken by the volunteer using bodies (Hedley, 
1992, p. 99). 
It can be argued that managers of volunteers should be using the policies and practices 
developed for the management of people in the employment relationship to develop 
policies suitable for use with volunteers, but with caution. To develop volunteer 
management practices by adopting and adapting business management practices provides 
a starting point and some context in which to work. The extensive experience of 
management of volunteers which is available, and the controlling influence of cause and 
~ffect, should serve to prevent the wholesale application of management theory without 
due·consideration for its context. 
·· .. '· . . . 
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2.4 Feedback Research 
2.4.1 Management of individual performance 
The management of individual performance is part of an overall system or process. The 
Human Resource management literature suggests that it commences with Human 
Resource planning, job analysis and design, job descriptions and evaluations, recruitment 
and selection, and induction or socialisation. It continues with communication of 
expectations and standards, feedback on performance, training, counselling and coaching, 
support ifthere are problems, and provision of a safe and fair work environment. It 
concludes with separation whether by resignation, retirement, or dismissal. In theory, 
these are all part of an integrated process practised by all levels of management and 
supervision. In practice, however, the level of implementation and/or practice of 
performance management varies from business to business, manager to manager, and 
industry to industry. One determining factor seems to be the demonstrated commitment 
of top management. 
There is a vast amount of literature on the subject of performance management. This 
tends to consist of prescriptive material aimed at enabling the introduction or 
management of successful performance management systems in organisations, and 
empirical research aimed at identifying both the contributing factors and limitations to 
successful systems. Fletcher and Williams (1992 cited in Fletcher, 1993, p. 35) suggest 
thatthe most prevalent notion of performance management is that of creating a shared 
vision of the purpose and aims of the organisation, helping individual employees to 
:understand and recognise their role and thereby managing and enhancing the 
... p~rforinance ofboth the individual and the organisation. 
I 
Whilst somewhat narrow, in that it does not acknowledge the role of planning, 
recruitment and selection or the working environment, this notion is important in its 
recognition of goal setting and the link between the aims of the organisation and of the 
individual in the motivation of individuals to perform. 
2.4.2 Poor Performance 
The management of poor performance has usually been discussed separately by 
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commentators and researchers, and component parts have been the subject of research. 
Measures to prevent poor performance include appropriate planning, recruitment, 
selection and placement, induction, training and support, appraisal and feedback systems. 
Similarly, appraisal and feedback systems, grievance procedures, counselling, Employee 
Assistance Programmes, training needs identification and training and development 
activities including the transfer and evaluation of training are al I aspects of improving 
poor performance and early intervention. Discipline, punishment and separation or 
dismissal, and the consequences of these, constitute the more extreme measures in the 
final stages of the process of managing poor performance. All of these and the 
underpinning aspects of job satisfaction, motivation and the quality of work life have a 
role to play in the management of poor performance. 
Poor performance, as defined earlier, can constitute many behaviours. Table 2.1 sets out 
some examples: 
'· . · ... 
Table 2.1: Examples of Poor Performance 
I neons istcncy 
I nterpersona I conn ict 
Excessive disruptions to the work or others 
Poor personal hygiene 
Information distortion 
Malicious or mischievous complaints 
Abrogation of responsibility 
Increased accident rate 
Reduced quality of output 
Missed meetings and appointments 
Refusal to follow instrnctions 
Breach of confidentiality 
Sexual/other fonns of harrassment 
Wasting time 
Intoxication 
Excessive absences or tardiness 
Absence without contact 
Missed deadlines 
Customer conflict 
Lack of delegation 
Dishonesty 
Acquisition of others' tasks 
Increased error rate or errors in judgement 
Reduced quantity of output 
Failure to meet targets 
Failure to pass on infonnation 
Slow decision making 
Carelessness 
Sabotage 
Stealing 
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(Source: compiled using Analo11i & Kalwbadse. 1992; Arvey & /vancevich, /980; Buon, 1992; Mosely, Megginson, & 
Pietri, 1989; Na11kervis, Compton, & McCarthy. 1993; Spector, 1996) 
This table shows that poor performance covers a range of behaviours. Often it is the 
result of an underlying problem, either work-related or personal. These can be 
intertwined and can serve to exacerbate each other. Table 2.2 sets out some examples in 
these two categories: 
Table 2.2: Factors Affecting Work Performance 
WORK RELATED FACTORS PERSONAL FACTORS 
Lack of clear role descriptions 
Lack of recognition 
Physical environment 
Discrim in at ion 
Insufficient breaks or lack of variety 
Unrealistic expectations of employers 
Lack of training 
Shiftwork 
Low wages 
Lack of job security 
Amount of work 
Job desi211 
Separation/Divorce 
Compulsive gambling 
Misuse of alcohol or other drugs 
Physical or mental health problems 
Worries about children 
Legal or financial problems 
Relationship problems 
Sexual problems 
Drug related problems 
Grief 
Self-esteem 
Domestic violence 
(Source: Industrial Program Service cited in Buon, 1992, p. 62, Table I) 
The options available to supervisors when faced with poor performance often depend on 
. the systems and policies in place in the organisation as well as the organisational culture, 
a concept which is discussed shortly. Many organisations have some fonn of 
.:·_·.··.: .. ---~: .· 
: _-; ;· .; '.".::\·.-~ .. :=~. ·. . · .. ·i,. :' 
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pcrfonnance appraisal system operating in the organisation. In part this is said to be due 
to "external pressures rather than as a proactive process" (Fletcher & Williams, 1992, p. 
47) possibly referring to such matters as the legal and industrial consequences of the 
actions of supervisors in handling poor performance, including discipline and dismissal 
or in promotion or compensation decisions. 
There is a great body of research on performance appraisal. It has been considered to be 
'"one of the most active [ subjects J in terms of research, theory building and practice." 
( Wexley & Klimoski, 1984, p. 35) and "one of the most heavily researched topics in 
personnel and human resource management."(Cleveland & Murphy, 1992, p. 122). 
Much of this research is concerned with the improvement of the accuracy of ratings of 
performance by evaluators (llgen, Barnes-Farrell, & McKellin, 1993; Pearce & Porter, 
1986), with the validation of perfonnance appraisal techniques and development of new 
or modified techniques (Muchinsky, 1990); with the use of particular aspects of 
performance appraisal (e.g. Cederblom, 1982) and with the training associated with the 
introduction of a new system ( e.g. Pulakos, 1986). This study focuses only on the 
provision of feedback as part of the appraisal process. 
2.4.3 The l\1anagement Of Poor Performance 
Researf:hers have spent enormous resources studying areas such 
as proper selection methods, motivation and leadership but 
researchinto performance decline remains limited. This is due to 
the fact that managing poor performance may be one of the most 
unpleasant tasks of management and one of the most dffjicult 
(Buon, 1992, p. 60). 
The literature on the management of poor performance acknowledges its inherent 
difficulties. Supervisors and managers have been found to be reluctant to deal with 
.. issues ofpoor performance (Mitchell & 0 1Reilly, 1983 ). 
39 
Pearce and Porter ( 1986) in their examination of employee responses to performance 
appraisal feedback, examine the alignment of criticism of actions and behaviours with 
self-esteem. Delahayc ( I 986, p. 27) suggests that the reluctance of supervisors to deal 
with perfonnance decline or poor performance could be attributed to the "discipline 
dilemma" and the conflict between the "exhortations" of text books and experts to use 
"positive and constructive" discipline that will "re-educate not punish", and the lessons of 
.. harsh reality". Wohkling ( 1975, p. 489), found that supervisors often do not make use 
of appropriate disciplinary procedures, and lists eight reasons for the reluctance on the 
part of supervisors to handle performance problems: 
> Lack of training; 
> Fear that management won't back them up; 
> The fact that no-one else is using discipline either and not wanting to be "the only 
one"; 
> Guilt over having done the same thing at some time; 
> Fear of loss of friendship or camaraderie; 
> The view that the time could be better spent otherwise engaged; 
> Fear of losing their temper; and 
> Rationalisation that the ~employee knows about their standard of performance so why 
te11them'. 
O'Reilly and Weitz (1980, p. 468) suggested that supervisors are likely to v.1ry widely in 
their methods and in·their judgements and that the standards by which the performance of 
e~ployees might be evaluated as being marginal or acceptable, will vary. 
The prescriptive literature, designed to assist supervisors and managers in the 
. . ., 
m~.agementofpoor performance, warns that prior to making a judgement the supervisor 
Wls' a._resp(?nsibility to e11sure that the basis on which judgements are made is both clear 
·. · ·. · . · arid fair> Th~ clarity and fai~ess of judgements are the focus of the research on 
... ,;.:i_. •. .'. ...• ~· ~ ·- ,:. • • .... j 
peiforiri,anc~;~~priiisal; in particular ·~derstanding the rater as a decision-maker who 
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processes social cues." (Ilgen et al., 1993, p. 322). The supervisor can be seen as having 
limited options when it comes to handling poor performance, particularly in instances 
where contracts or awards set down strict procedures, or a strong union presence means 
that even discipline for gross misconduct can lead to down time due to strikes or other 
industrial action. Fear of the consequences of dealing with poor performance can be 
increased by such possibilities. 
Arvey and lvancevich ( 1980, p. 123) found that despite the unease associated with it, 
punishment or the threat of punishment is actually relatively common. There is an ever 
growing body of research on "progressive discipline", "positive discipline", behaviour 
modification and "discipline without punishment", which examines punishment as one 
aspect of disciplinary action. Even as early as l 964, the issue of discipline was being 
considered in the organisational context by such researchers as Huberman ( 1964; 1975) 
and Steinmetz ( 1969), and it has received the attention of industrial relations 
commentators (Delahaye, 1986). Whilst Arvey and lvancevich (1980) suggested that 
researchers in organisational settings have focused on "positive" reward systems, it is 
inaccurate to suggest that this focus has been "entirely" exclusive of punishment, and 
research in the ensuing period has further examined the issue of punishment (e.g. Arvey 
& Jones, 1985; Ball, Trevino, & Sims, 1994 ). 
Many organisations in recent years have implemented support or disciplinary systems as 
an alternative to the punitive measures favoured in the past. "Progressive discipline" 
involves a series of steps from oral notification of poor performance to dismissal, should 
ea!!h,progressive step fail to improve performance (Nankervis et al., 1993). This can 
smnetimesinclude referral to an Employee Assistance Programme. Employee 
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Assistance Programmes (EAPs) arc designed to assist employees to deal with a whole 
range of problems both personal and work related, including alcohol and substance abuse 
(Buon, 1992). 
2.4.4 Performance Feedback 
Arguably, prior to invoking any fomml discipline processes, there is an intervening stage 
involving performance feedback. Equally, it can be argued that feedback should not wait 
until the formal performance feedback process associated with perfonnance appraisal, but 
should happen at a much earlier point in the performance management cycle, and even in 
the absence of a fonnal cycle. 
There is extensive research into the subject of performance feedback, much of it 
conducted in the United States. Analysis of a selection of the available literature has 
revealed strong patterns suggesting that timely, frequent and specific feedback can be 
effective in the improvement and maintenance of perfonnance. However, there is also a 
significant amount of research that suggests that there are many moderating and 
confounding variables. 
The characteristics which influence the feedback process have been identified by research 
which has mainly, but not exclusively, concentrated on supervisor to subordinate 
feedback. Education research, communication research and training research has also 
contributed to the body of knowledge on feedback. Despite the fact that much of the 
research into feedback has been conducted in laboratory settings, an analysis conducted 
by Kopelman ( 1986) suggested that the findings of the laboratory research on feedback 
. can be applied in field settings. 
. ·.· '., :~< 
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In 1984 two seminal articles appeared which attempted to summarise the research to date 
and to identify the key issues in the perfommnce feedback process. Larson ( 1984) 
presented a preliminary model of the informal feedback process from the perspective of 
the supervisor and identified antecedent and consequent variables in the process, whilst 
Taylor, Fisher and llgen (1984) summarised responses to feedback from a control theory 
perspective. Much of the research to follow refers to the theories and models presented 
by these researchers. Fedor (1991) presented a later review of research on recipient 
responses to performance feedback and offered a further model as a basis for research. 
Fedor's model incorporated the research which had been conducted in the intervening 
period and focused specifically on the recipient responses to feedback, arguing that the 
purpose of providing feedback was to ''persuade recipients that their attitude or behaviors 
need to change."(Fedor, 1991, p. 75). 
Performance feedback was defined by Ilgen, Fisher and Taylor ( 1979, p. 350) as "a 
special case of the general communication process in which some sender (ie source) 
conveys a message to a recipient. In the case of feedback, the message comprises 
information about the recipient". It could be argued that this definition highlights a 
common feedback problem. Feedback should focus on the particular behaviour or 
attitude being assessed rather than on the recipient.(Sherman, 1987). Other definitions of 
performance feedback include factors of the purpose or quality of the feedback. 
In the field nf psychology the term feedback was adopted around 1967 from engineering 
and cybernetic theory. It has been concluded that ''the term may be used for any 
information about the functioning of one or more components of a system that leads to 
modification of functioning, [and occasionally] for the process or system itself rather than 
. ' ·' ' 
·.:-'.~~(·.· -~ .,;,,·.".·,-·~ . 
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the in formation that is • f cd back,,, (Reber, I 985, p. 2 71 ), with the lat tcr often referred to 
ns the •feedback loop or feedback circuit'. In this discussion, the term feedback process 
(lhe process) will include the process or system as well as the message itself. 
Research into the feedback process has been conducted from a variety of aspects. The 
source, the delivery. the message and the response of the recipient have been identified in 
the literature as the major components. The organisation and the feedback environment 
have also been identified as major factors in the process. The process is pictorially 
represented in Figure 2.2. 
Figure 2.2: The Feedback Process 
I SOURCE .... , MESSAGE 1------1•.ij RECIPIENT 
FEEDBACK ENVIRONMENT !ORGANISATION 
Source of feedback 
Sources of feedback are identified as: 
)> other people: supervisors and managers, co-workers or peers and the work group, 
subordinates, and clients or customers; 
> the task environment: the job, equipment; 
) the organisation: the infonnation systems in place in the organisation; and 
> the self. 
II gen, Fisher and Taylor ( 1979, p. 3 SO) identified three of these: others, the task and the 
self. The organisation was identified later as a provider of feedback (Herold, Liden, & 
Leatherwood, 1987; Herold & Parsons, 1985). 
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In the early part of the I 990s the term "360 degree feedback" came into Human Resource 
Management parlance, and was even referred to as "the latest management craze to 
sweep the United States" (Ferguson, 1994, p. 66). The term was somewhat misleading in 
two senses: it suggested a new concept (Moses, Hollenbeck, & Sorcher, 1993, p. 283), 
when peer, task, subordinate and client feedback have been researched previously, and it 
also suggests the direction of the feedback when it refers to the sources of data collection 
for the feedback process. Jt is used to describe that which has been referred to as "multi-
perspective measurement", a means by which ratings are gathered from peers, 
subordinates and the supervisor, as well as the self (Tornow, 1993, p. 223), and it often 
refers to the instruments being developed and used for this process. The literature would 
suggest that it could be classified with performance appraisal processes rather than as 
"feedback" in the sense used in this discussion. 
Larson ( 1984) proposed a model which emphasised the delivery of feedback, and the 
most effective means of delivery. He observed that the variability of feedback delivery, 
between supervisors, and across subordinates and situations by the same supervisor was 
an area with little empirical evidence and no comprehensive theory specifying the factors 
that determine when and under what circumstances supervisors will actually give 
performance feedback to their subordinates (p. 43). 
The model presented antecedent variables including ''cognitive, affective and situational 
factors" which influence a supervisor's delivery ofinfonnal feedback; and consequent 
variables which "include the subordinate's subsequent work-related attitudes and 
behavior" and the effect on "the supervisor's own cognitive and affective states" . 
. .. · .. ·_; ... 
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In addition, Larson ( 1984) out! i ned research to that lime, which had identified that factors 
such as timing am.I frequency of feedback, individual versus group feedback, feedback 
associated with goals and standards, and the nature of the source of the feedback, all hag 
a significant effect on feedback responses. 
The Feedback Message 
Important factors in the feedback process are the nature of the message, whether it be 
negative or positive, plus the attributions associated with it (Bannister, 1986), the 
specificity or otherwise of the message, and whether the message contains information 
about the process or outcome of the behaviour in question (Earley, Northcraft, Lee, & 
Lituchy, 1990). Not only is the message itself important, but its delivery, its relationship 
to other events and the organisational environment and its relevance or perceived 
importance to the recipient are all factors in determining the effectiveness of the message. 
Recipient Responses to Feedback 
Recipient response to feedback has been another major area of research. Taylor, Fisher 
and IJgen (1984) presented a control theory perspective of recipient responses to 
feedback, and examined the interaction with goal setting theory and standards. They 
suggest that "performance feedback is able to provoke a wide variety of responses from 
recipients, not all of which are beneficial or desired by the organization." (Taylor et al., 
1984~ p. 114). Responses which they suggest are not considered desirable include 
. dissatisfaction with the job, the feedback system or the feedback source, decline in 
.··· performance, or intentional disobedience. Their review concludes that much of the 
. ,advice in the prescriptive literature, despite its Jack of empirical evidence, is in fact 
accurate, and that "specific, frequent, nonthreatening and impersonal" feedback, 
pat1icipative, problem solving and goal setting appraisal interviews, and fair objective 
and consistent perfonnance measurement will elicit more desirable responses from 
recipients (Taylor et al.. : 984. p. 114). 
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Taylor, Fisher and Ilgen (Taylor ct al., 1984, p. 114) outline four practical implications of 
their review. These can be summarised as follows: to draw attention to the standards 
used to evaluate behaviour, the perceived credibility and fairness of feedback sources, 
self monitoring by recipients and the role of expectancies. 
The reaction of a feedback recipient is often dependent on how they interpret the message 
based on their own characteristics, expectations and theories, and on their perception of 
the source and the message. Fedor's (1991, p. 109) model, established to "identify 
significant influences on the feedback process", adds several further factors to the earlier 
theory including recipient intentions, attitudes and level of elaboration (the extent to 
which one thinks about or scrutinises information relating to the incoming message). He 
concludes that 
effective feedback needs lo take into account recipients' pre-
existing beliefs, the relative certainty of those beliefs and the 
recipients' motivation and ability to process the information. .. .// 
will often be ins 'ficient simply to provide 'quality' feedback and 
expect recipients to respond 'logically'. (Fedor, 1991, p. 112). 
The dimensions and elements of feedback have been labelled and identified by many 
researchers. The complex relationships which exist and the difficulties associated with 
understanding the process have resulted in many of the researchers selecting only one 
small area of the field as the subject of research . 
.. ,.,, .. 
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Table 2.3 sets out some of the characteristics investigated by numerous analysts. These 
are categorised under each of three headings identified as constituting the three major 
components of the process, despite some overlap of categories. The table is by no means 
exhaustive, but gives a fair indication of the complexity of the feedback process. 
Table 2.3 Characteristics Of The Feedback Process 
SOURCE 
CHARACTERISTICS 
Credibility 
Trustworthiness 
Competence 
Reliability 
Intentions 
Perceived intentions 
Perceived power 
Self perceived power and 
control 
Affect toward recipient 
Attribution 
Salience 
1mplicit assumptions and beliefs 
Valency 
Task and outcome dependence 
MESSAGE 
CHARACTERISTICS 
Timing 
Frequency 
Specificity 
Content - process, behaviour or 
outcome 
Infonnation type - task, 
cognitive or functional validity 
Sign 
Accuracy 
Quantity 
Feedback type- comparative, 
evaluative or prescriptive 
Method of generation 
Setting - public or private 
Level of elaboration 
Comprehensibility to recipient 
Relation to goals 
Nonns and roles in organisation Distractions - noise 
Attractiveness 
Precedent 
RECIPIENT 
CHARACTERISTICS 
Expectations 
Frame of reference 
Locus of control 
Self esteem 
Social anxiety 
Self monitoring 
Need for achievement 
Need for cognition 
Prior knowledge 
Organisational tenure 
Attitudes 
Subjective nonns 
Perceived control 
Behavioural intentions - pre-
empt, impress management, 
improve performance 
Attribution - own, or sources 
(Source: Developed from Balzer, Sulsky, Hammer, & Sumner, 1992; Bannister, 1986; Bannister & Balkin, 
1990; Baron, 1988; 1990; Becker & Klimoski, 1989; Clampitt & Downs, 1993; DeGregorio & Fisher, 
1988; Earley et al., 1990; Fedor, Eder, & Buckley, 1989; Fedor, Rensfold, & Adams, 1992; Goodson, 
McGee, & Seers, 1992; II gen et al., 1979; Larson, 1984; 1989) 
The implications of the research into feedback are many, but the most important aspect of 
these, for the purpQses of this discussion, is the effect feedback delivery can have on 
recipients. The aim of delivering feedback about poor perfonnance is ''to persuade 
recipients that their attitudes or behaviors need to change" (Fedor, 1991, p. 75). If this is 
.. ·' ··. ··-·'· . 
. J':: ,·~b,,{~-:~i.~J:.~2tt~Yi.?JJ.tt:,t:{fa'iiir1:tJt1si1r1~J(if 2~\;:}tit. :Ji./::·.· · . · , . ,, .. • 
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the case, understanding the implications of feedback delivery can improve the results the 
manager can achieve through the feedback recipients, and reduce the chances, and 
consequences of "destructive feedback" (Baron, 1988; 1990). Research suggests that 
people seem to prefer feedback that is specific, is delivered promptly, and is considerate 
in nature rather than feedback that is general, is delivered only after a delay, and is not 
considerate in tone . 
... loo often, persons in authority tend to criticise subordinates 
only when they are upset, angry and no longer able to keep their 
tempers in check As a result the negative feedback they provide 
is neither specific ... nor considerate ... and often attributes poor 
performance ... to internal causes (Baron, 1988, p. 199). 
Such destructive feedback "is unlikely to redirect recipients' behaviour so that their 
performance can be improved or to enhance their job-related motivation" (Baron, 1988, 
p. 199). The faimess of feedback, and the perceived fairness of feedback, are of vital 
importance to the response of the recipient to the message (Fedor, 1991 ). 
2.4.5 Goal Setting and Feedback 
The interaction between goal setting and feedback is very strong (Earley et al., 1990). 
Locke and Latham ( 1990, p. 173) present strong arguments that "unquali fled claims for 
the effectiveness of either [goal setting or feedback] alone are misleading in that neither 
is very effective in the.absence of the other." Essentially the review by Locke and 
Latham (1990) demonstrates that goals are a vital component in the translation of 
.... feedback into· action, and performance towards goals is far more reliable when feedback 
' is present. 
· ·. Research suggests that the relationship between goal setting, feedback and performance is 
..... : ... ··· .. .' .. · . . . 
· .. · .. · .. · .. : :stn~_rigihe:ned when this is based on a participative process. Tn particular, research 
.. ,- . . -: . . 
conducted by DeGregorio and Fisher ( 1988) showed that some level of participation by 
the subordinate in the feedback process tended to result in more positive subordinate 
perceptions of accuracy and satisfaction. 
2.4.6 The Feedback Environment and Organisational Culture 
The "Job Feedback Survey" (Herold & Parsons, 1985, p. 303) was developed for the 
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systematic assessment of the "feedback environment" in an organisation, that is "a means 
for assessing the amount and type of perfonnance feedback available to individuals in 
work settings." This study built on earlier studies which attempted to clarify the 
construct "feedback" (Herold & Greller, 1977). 
A follow up study by Becker and Klimoski (1989) further developed the feedback 
environment research, and related perceptions of the organisational feedback 
environment to performance, as opposed to individual feedback events. This study 
examined the relationship between specific aspects or types of feedback to performance. 
The results suggested that there are a number of additional factors in the feedback 
environment besides the source type combinations identified by Herold and Parsons, 
including, for example, the possible implications of the feedback for personal outcomes 
such as performance evaluations for the purposes of raises and promotions. However, 
they did not investigate beyond the source type combinations, except to analyse the 
relationship to performance more closely. 
Arguably, there are other environmental factors which influence the feedback process, 
and therefore the "feedback environment" consists of more than just the amount and type 
of feedback available. Such factors include the external environment in which the 
organisation operates, the organisational culture and morale, and the organisational or 
:··.·--·:·.· .. · ... ·· .. ·· ...... ... 
··_;. /. : \. i ·.· .. = ' 
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management attitude to feedback and performance. If, for example, feedback is delivered 
mechanically as a requirement of an unpopular appraisal process imposed by 
management, even an enthusiastic source motivated by positive factors, such as a genuine 
desire to assist, will have difficulty overcoming some of the environmental factors 
associated with an inappropriate organisational culture or low morale. 
Definitions of organisational culture are many. The culture literature is not consistent, 
nor is it in agreement as to the existence or definition of culture in organisations. Schein 
(1990, p. 111) suggests that organisational culture is developed over time by a group with 
sufficient history together that "the perceptions, language and thought processes that a 
group comes to share will be the ultimate casual determinant of feelings, attitudes, 
espoused values, and overt behaviour." Thus the behaviour of the group develops into 
norms and patterns which have dr.veloped through shared experiences. 
Schein (1990, p. 111) defines culture as "(a) a pattern of basic assumptions, (b) invented, 
discovered or developed by a given group, (c) as it learns to cope with the problems of 
external adaptation and internal integration, (d) that has worked well enough tu be 
considered valid and, therefore (e) is to be taught to new members as the (f) correct way 
to perceive, think, and feel in relation to these problems." 
Organisational culture is said to determine such factors as the nature of communication in 
an organisation, or the criteria for the alloca1ion of rewards and punishments (Cascio, 
1998; Moorman, 1991 ; N ankervis et al., 1993; Podsakoff, 1982). It may also detennine 
such behaviour as feedback seeking. Ashford and Northcraft (1992) argue that as the 
.. · flow of feedback in organisations is often less than desirable, people should feel free to 
· ·seek feedback as and when they needed it. They suggest, however, that feedback seeking 
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may not be initiated by employees for fear that the impression this gives might be 
negative. "Poor performers [in particular) need to feel free to seek feedback, 
unencumbered by impression management concerns, Jest their reluctance doom them to a 
downward spiral of less information, less performance, and a lesser organizational 
reputation." (p. 331 ). Thus a culture which is conducive to seeking feedback when one is 
uncertain or concerned is more likely to invite such behaviour. 
Culture sends messages to organisational members about what is expected in terms of 
behaviour. Commentators (e.g. Spector, 1996) have identified that there can be 
differences between the espoused or promoted culture and the underlying beliefs, 
assumptions, and values of an organisation. Official rewards and punishments are 
accompanied by actions from organisational members which reward or punish 
behaviours. Such actions can be as simple as seeking someone's opinion, or failing to do 
so. Thus an organisation can have an expensive reward programme for performance 
which is not highly regarded by its members and this message is soon received by 
newcomers. 
Skilfully provided, feedback can be a useful tool in the management of poor performance 
amongst paid employees. Delivered objectively and sensitively, and in private, as part of 
a two way discussion which focuses on the fact that organisational or performance 
standards have not been attained, soon after the event of poor performance has occurred, 
fe~back can motivate the employee to improve performance, provide encouragement 
· th3:tthis is possible,:and offer suggestions as to how this may be achieved. Subordinates 
_· .·.' · .. ,· . . : 
·.· ... ··.·• IU'ustJeel comfortable about seeking assistance or support when uncertain, and 
superyisors and.managers must feel equipped to provide negative feedback as part of 
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their everyday role, so that most problems are dealt with promptly and sensitively before 
they escalate to a level requiring other action. 
2. 5 Performance Management and Volunteers 
There is an ever-increasing amount of literature aimed at the co-ordinator of manager of 
volunteers outlining the "How to" of managing volunteers. The handbook or manual is 
probably the most prevalent in Australia (Curtis & Noble, 1991; Davies, 1989; Fisher & 
Cole, 1993; Kupke, 1991; MacGregor, James, Gerrand, & Carter, 1982; Volunteering 
WA, 1997 as amended). Local and overseas author~ have tackled the issue of 
performance management as a component part of the larger issue of management of 
volunteers or voluntary organisations (Adironack, 1989; Curtis & Noble, 1991; Davies, 
1989; Fletcher, 1987), or concentrated on one aspect of performance management for a 
ready reference or guide (MacKenzie, 1988; 1988; Vineyard, 1989). Until recently the 
Australian literature on the subject of performance management of volunteers has been of 
the nature of commentary ( e.g. Madder, 1994; Nairn, 1994) or opinion (Harrison, 1994) 
or prescriptive in nature - such as the handbooks and manuals discussed above. The 
limited amount of empirical research published is scattered throughout the literature, 
often in journals associated with the industry in which the volunteers are operating, e.g. 
healthcare or tourism. The establishment of the Australian Journal on Volunteering 
under the auspices of Volunteering Australia, has allowed scope for this to change. 
·_ 'fhe advice to managers and voluntary organisations in the prescriptive publications 
· -- _ 'exan1ine~ issues such as: whether volunteers should be trained (Davies, 1989); how to 
· · ·handle "difficult volunteers" (MacKenzie, 1988); motivation, rewards and recognition 
(Y_ip.eyard, 1989); whether volunteers should be appraised in the same manner as paid 
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staff (Adironack, 1989); and feedback and appraisal (Curtis & Noble, 1991 ). The advice 
to managers seems to be that "Regular or long term volunteers should have the same 
opportunities for supervision and support as paid staff," (Adironack, 1989, p. 68) with 
adaptation of the process to suit voluntary status. 
Case study literature from the United States and Britain provides evidence that since the 
late 1980s performance management has become important in volunteering. Drucker 
( 1989) and Geber (1991) suggest that some of the organisations that use the services of 
volunteers, in the United States in particular, are examples for the business sector by 
virtue of their excellent people management skills. Drucker (1989, p. 89) states that these 
organisations "have learned that [they] need management even more than business does, 
precisely because they lack the discipJine of the bottom line", and that "voluntePrs must 
get far greater satisfaction from their accomplishments and make a greater contribution 
precisely because they do not get a paycheck" (p. 91 ). Drucker (1990, p. 181) also 
argues that "in no area are the differences greater between businesses and non-profit 
institutions than in managing people and relationships". According to Drucker, the 
managementofthe people and the relationships in an organisation which has both paid 
staff and unpaid staff puts greater pressure on the manager to apply good management 
practices. 
Adironack (1989, p. 63) argues that motivation, recognition and clear expectations 
contribute to good perfmmance for both staff and volunteers. These thoughts are echoed 
.. · ... 
·. :, by Curtis an~Noble (1991), in their Australian manual. 
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2.5.1 Volunteer Performance and Feedback 
Some authors (e.g. Allen, 1987; Noble, 1991; Penn, 1990) suggest that organisations are 
reluctant to provide monitoring and feedback to volunteers on perfonnance, and 
sometimes fail to do so at all. Job descriptions, orientation and training and support 
mechanisms, further discussed in Chapter 3, are somewhat wasted if the performance of 
volunteers is not monitored. Volunteers need to know how they are progressing, even if 
only by self report, and they need to be steered back on track or congratulated on their 
efforts. MacKenzie ( 1988, p. 11) argues that "volunteers urgently need the 'guideposts' 
that ongoing assessment provides." Allen (1987) suggests that the difficulty which may 
arise from a field volunteer not being directly supervised can be overcome by asking 
them to provide self assessment, or keep logbooks, or by consultation with clients, and 
argues that feedback should be an integral part of the management process. One author, 
Yallen (1988), prescribes a set of guidelines for use with volunteers, including guidelines 
to reduce defensiveness. 
2.5.2 Poor or Non Performance by Volunteers 
Penn(l 990, p. 39) states· that '"A person who volunteers and does not perfonn as 
expected should be replaced by another person who will do the job satisfactorily." This 
presupposes that there is another person available to take the job. It can also be seen as 
an oversimplification of the situation. Certainly it can be argued that Penn is right in 
asserting that not dealing with non•perfonnance is injurious to all other people involved, 
and therefore. being afraid to tackle the situation for fear of offending that person or 
--- - > : : ~®ing their-feelings can be a misguided approach. But the organisation owes it to the 
. . . . . 
· -•·.· .:_: Vohµ1teer to take other steps before removing them from their position. 
:\;),ii(:':\i\i::J}:}::':1:11::::::;}\/-;.:::; •. :i(:'•:'·:•,-.·.---,····-
jjJJ1~~tii~ii~&:~i~~t¥,ii,1Wf 
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Of course as Pinder ( 1985a) points out, it is still a matter of personal motivation and 
individual choice that determines perfonnance of volunteers. It is therefore the 
responsibility of the organisation to identify the key motivators of its volunteers and to 
offer recognition and support appropriate to the volunteers themselves (Vineyard, 1988). 
Failure to perform can have serious consequences for the client and the organisation. 
There may be occasions when dismissal is warranted. However, the literature (e.g. 
Baldock, 1990; MacKenzie, 1988) suggests there is some level of reluctance to dismiss 
volunteers. AI!en (1987) discusses the role of the agency as "grateful recipient" in the 
volunteer/agency relationship. Penn ( I 990) talks of the detrimental effects including 
demotivation of other volunteers if problem volunteers are not dismissed. MacKenzie 
(1988) observes that dismissal of the volunteer may be the only alternative, either in the 
face of repeated problems or if a fundamental element of the job ( e.g. confidentiality) has 
been breached. There is a growing amount of prescriptive material on the dismissal of 
volunteers, testament to the fact that this is an issue of concern to those charged with the 
management of volunteers. Findings on the dismissal of volunteers in Western Australia 
by Baldock ( 1990, p. 74), indicate that there was, at that time, recognition of the right to 
dismiss, but that procedures were relatively infonnal and could lead to the volunteer 
being unaware of the reasons for dismissal . 
2.5.3 Recent Research on the Performance Management of Volunteers. 
Empirical research on the performance management of volunteers is scant, particularly in 
.. · · .. Australia. There has been a tendency to focus on the issues of motivation and recruiting 
when researching volunteers (Wynands, 1992). Much of the research literature originates 
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from Great Britain and North America, where the interest in volunteers and volunteering 
from academics is of much longer standing than in Australia. 
Studies have been conducted into detenninants of turnover (Miller, Powell, & Seltzer, 
1990), roles played by volunteers in specific organisations such as the hospice movement 
in the UK (Hoad, 1991 ), measuring motivation to volunteer (Cnaan & Goldberg-Glen, 
199 I), the relationship between motives and incentives and attitudes and perfonnance 
(Puffer & Meindl, 1992), the relationship of egoistic motives to longevity of participation 
by vo I unteers (Rubin & Th ore 11 i, 1984 ), and "the effects of resources mobi Ii sati nn, 
employee commitment and bureaucratization on the effectiveness of voluntary 
organisations" (Torres, Zey, & McIntosh, 1991). More recently research has been 
conducted into such issues as "mandatory volunteerism" (e.g. Stukas, Snyder, & Clary, 
1999), older volunteers (e.g. Baldock, I 998; Chappel I & Prince, 1997; Tschirhart, 1 998 ), 
and supported volunteering (e.g. Woodside & Luis, 1997). 
Whilst all of these provide some insight into the management of volunteers, most are 
overseas studies. Thus they do not account for cultural and social differences which may 
apply in Australia. 
Research relating to paid employees has found that cultural differences do apply. 
Australian supervisors were found to be more likely to attribute performance to effort 
than ability and to be less likely to use \!Xtrinsic rewards and punishment (Ashkanasy, 
1997). With specific reference to feedback, Americans were found to be more trusting of 
feedback received from their supervisors than their English counterparts (Earley, 1986). 
It is therefore wtwise to assume that findings even from the United States. Canada and 
Britain will appiy to volunteers in Australia. 
Research appearing in lhc Australian Journal on Volunteering (e.g. Du Boulay, 1996), 
research commissioned by slate volunteer centres ( c .g. Rowley, 1996 ), and rcsc,trch 
conducted in relation lo specific types of volunteers (e.g. tourism Decry, Jago, & Shaw, 
1997): and the work being done by ABS ( 1996) provide some empirical data on the 
Australian volunteer. 
Pearce (1993) has examined the organisational behaviour of unpaid workers. Pearson 
(1993) observes that the small amount of new research conducted by Pearce is mainly 
American, and that the majority of work reviewed by her pre-1975. However, Pearce 
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(I 993, p. 182) herself identifies this as exploratory research and her propositions include 
one that "In understaffed organizations, poor performer will not be removed unless they 
cause undisputably [sic] severe damage to the organization." (I 993, p. 154, Table 8.2). 
This adds more weight to the argument that poor performers must be managed. 
The issue of evaluation of the performance of volunteers is one which has begun to be 
tackled by researchers in volunteering. The literature documents the introduction of 
evaluation programmes into organisations (Gaston, 1989; Lafer & Craig, 1993 ). The 
concerns of volunteers, and the potential for problems when introducing such a 
programme highlight the need for clear policies and procedures in organisations. 
AdRms and Shepherd (1996) have conducted one of the few empirical studies into the use 
of feedback to manage poor performance by volunteers. The focus of their research was 
on the volunteers' evaluation of the message ~'in order to provide recommendations for 
effective communication in this important context." (p. 364). Their study reached two 
major conclusions. The first is that "roles and expectations need explicit clarification" 
·. ' . . .. 
. : ' ~ .. ;/-: :::~ ... 
and the second that .. supervisors should provide positive face support in attempting to 
correct the behaviour of a volunteer" (p. 3 83 ). 
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"Face" is the image people believe they present to others. Face support is the efforts by 
another to convey a message in such a way that "face" is able to be maintained and is not 
threatened. Admns a.1d Shepherd's ( I 996) rescarc h is somewhat inconclusive, but its 
results suggest that "sometimes the message is less important than the context in which it 
is spoken" (p. 381) and perhaps more importantly that there is interaction between 
positive face support and what is known as interpersonal construct differentiation. 
Interpersonal construct differentiation is defined as "the number of cognitive constructs a 
person has for forming impressions of others" (p. 368) and has a bearing on face support 
in that people with higher differentiation extract more information from the social 
behaviour of others, and are more likely to be appreciative of efforts at offering face 
support than those with less differentiation. This suggests that face support efforts will 
be valued and recognised more by volunteers who have relatively well developed 
interpersonal awareness. The efforts of volunteer co-ordinators and managers in dealing 
with performance issues in private is in line with the concept of face support. 
2.6 Conclusion 
It is clear from the literature that feedback is a useful tool in the management of 
performance. If used sensitively, in private, as part of an ongoing relationship between 
supervisor and subordinate it can provide the manager or supervisor with an avenue for 
correcting performance problems at an early stage. The evidence of the literature is that 
volunteers expect to be well organised and to receive support and supervision in their 
volunteer activity. Volunteers, too, are likely to benefit from the careful use of feedback 
59 
in the management of their performance. This research aims to explore the application of 
feedback in the management of volunteers in Western Australia. 
I 
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CHAPTER 3: FOUNDATION STUDY 
3. 1 Introduction 
The foundation study, conducted in 1994 to prepare an overall picture of the issue of 
perfommnce management of volunteers in Western Australia, will now be examined. 
This foundation study is the platform from which the subsequent research was built. It 
provided detail of the human resource practices being applied in organisations which 
utilise the services of volunteers, and the context in which these were being applied. 
More importantly it established that there was a need for research to investigate the 
actions of co-ordinators and managers of volunteers in dealing with problems of poor or 
non-performance by volunteers. 
3.2 Purpose of Foundation Study 
The foundation study aimed to "explore the performance management of volunteers .... 
and examine the potential for further research." (PauII, 1994, p. 2). It sought to develop a 
picture of the management practices in use in Western Australia in the management of 
volunteers. A more detailed report was published in 1994 by the Volunteer Centre of 
Western Australia (Inc) (now operating as Volunteering Western Australia) to provide 
information and feedback to participant agencies. Much of the following detail is drawn 
from that report. 
3.2 Methodology of Foundation Study 
3.2.1 Participants 
.· Representatives of thirty two organisations ( a 64% response rate) responded to a 
• questionnaire mailed out to organisations who were registered with The Volunteer Centre 
· ... J 
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of Western Australia (Inc) (now Volunteering WA). Questionnaires were completed by 
the volunteer manager or co-ordinator, or equivalent, in each organisation. A follow up 
seminar was held to discuss the findings of the research with the Co-ordinators' Network. 
The Network is a networking and support body which meets under the auspices of 
Volunteering Western Australia. 
3.2.2 Instrument 
The survey instrument consisted of a multiple choice questionnaire containing questions 
on recruitment and selection, induction, perfonnance assessment, job descriptions, 
feedback, discipline and dismissal practices in the surveyed organisation. Demographic 
information about each organisation was also sought (e.g. number of volunteers). Space 
was provided at the conclusion of the questionnaire for respondents to express an opinion 
on "the application of business principles in the management of volunteers" and to 
comment on any other aspect of the questionnaire. Apart from this optional question the 
questionnaire relied on organisational knowledge and did not survey opinion except in as 
much as the judgement of the respondent was required to classify elements of the 
management of performance in their own organisation according to the choices provided. 
3.2.3 Limitations 
The foundation study was limited in scope and size and reliance on the Volunteer 
Referral Service (VRS) as the sole source of contacts. As this was preliminary research 
to explore the context and identify broad research themes and issues, these limitations ct1d 
not invalidate the study. 
• 
3.3 Profile of Respondents to Foundation Study 
3.3.1 Response Rate 
Thirty three survey fonns were returned to the researcher. Of these one had not been 
completed, the respondent indicating that he/she did not feel the survey was relevant to 
his/her role. The useable results represented a 64% response rate and provide a 
reasonable basis for preliminary research. 
3.3.2 Respondents to Foundation Study 
Foundation Study: Organisation Type 
The 32 respondent organisations were mainly service delivery organisations. 
The category "other" was selected by five (5) participants who indicated that their 
organisation type was: Education, Family Support, Fundraising, Resource 
Centre/Library, and Service and [emphasis in original] Recreation/Leisure. 
self-help 
9% 
other 
leisure16% 
6% -· .. ~ 
service 
69% 
Figure 3.1: Organisation Type 
(Source: Paull, 1994. Figure 1, p. 15) 
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Foundation Study: Numbers of Volunteers 
Numbers of vo I un tee rs in rcsponden t organ i sat i ans ran gcd from o nc organisation with 
none at present to ten organisations with over 200 volunteers. Figure 3.2 shows the 
distribution of respondent organisations by numbers of volunteers. 
12 
10 
10 
8 
6 
4 
2 
0 
0 1 to 5 6 to 20 21 to 51 to 101 to over 
50 100 200 200 
Figure 3.2: Distribution of respondent organisations by number of volunteers 
(Source: Paull, I 994. Figure 2, p. I 5) 
Foundation Study: Age of organisations 
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The age of respondent organisations ranged from less than one year old (one 
organisation) to over 25 years of age (eleven organisations). Thirteen organisations were 
between 10 and 25 years old. The majority of organisations which responded to the 
foundation study were either 10 to 25 years old or older (Paull, 1994, p. 15). 
Foundation Study: Volunteers' hours per week 
Most respondent organisations indicated that each volunteer spent an average of two to 
five hours per week in the organisation. Two organisations indicated that volunteers spent 
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an average of more than 15 hours per week in the organisation. One organisation failed 
to respond to this question, and one provided a complex answer indicating that different 
volunteers spent differing amounts of time depending on their type of volunteer activity: 
field volunteer. office volunteer, committee member (Paull, 1994, p.16). 
Foundation Study: Length of service of volunteers 
lnfonnation was sought regarding the length of service of volunteers. One respondent 
indicated that this is dependent on the type of volunteer: field volunteer, office volunteer, 
committee member. Two organisations indicated that volunteers either departed within 
the first six weeks or stayed on, in one case for up to fifteen years in the other for six to 
ten years. Three organisations did not respond to this question. Turnover and reasons for 
leaving are further discussed in Section 3.5 (Paull, 1994, p. 16). 
This data on the respondent organisations in the foundation study provides comparative 
data for use in the examination of results in the central study. 
3.4 Findings on Volunteer Management Systems from Foundation Study 
Data was collected on a wide range of performance management system components to 
provide an overall picture of the performance management environment in which the 
volunteers are working. The Foundation study demonstrated that, in accordance with the 
recommendations of the prescriptive literature, respondent organisations employed 
Human Resource Management practices in the management of volunteers in Western 
Australia (Paull, 1994). As member agencies of the Volunteer Centre of Western 
Australia (Inc) it is possible that this may be due in part to their membership and 
participation in Centre activities and training, and that non-member agencies may have a 
different profile. Nonetheless the Foundation Study provided clear evidence that 
volunteers were receiving briefing and training for their various roles in their agencies. 
The following summary provides an overview of the types of Human Resource 
Management practices in place in agencies which responded to the Foundation Study 
survey in order that these may be considered in the development of the theoretical 
framework for the main study to follow. 
3.4.1 Recruitment and Selection in Respondent organisations 
Recruitment 
As the perfonnance of a voluntt..:er is likely to be related to how well they are matched 
with the position or work for which they are recruited, data was gathered on recruitment 
and selection procedures. Employers use a variety of recruitment methods for paid 
employees including newspaper advertisements and public and private agencies. The 
literature on volunteering indicates a heavy reliance on word of mouth recruiting, (e.g. 
Lynn & Davis Smith, 1992) and this is a rich and powerful medium through which to 
attract volunteers. There are major advantages and some disadvantages associated with 
this method. 
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The financial outlay associated with word of mouth recruiting is limited to the leaflets 
and brochures the agency keeps for the infonnation of those who e·xpress an interest. 
Further, there are no advertising costs or agency fees. The bulk of the infonnation passed 
on to potential volunteers is relatively accurate, at least about what the "recruiter" docs 
for the organisation, and the enthusiasm of the "recruiter" accompanies the message . 
. The II word of mouth II method of recruiting, however, may mean that simi Jar types of 
people will be recruited and that the pool of applicants will be relatively limited. It also 
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means that the organisation will have an clement of homogeneity amongst ils volunteers, 
whereas a diversity of backgrounds and skills might assist the organisalion in the pursuit 
of its goals. 
The new volunteer recruited by another method, for example VRS referral, might find 
that the existing group already has a great deal in common and a network of friends and 
associates. The new person may feel like an outsider and leave, or at least remain on the 
periphery. This is the reported experience of one potential volunteer who left soon after 
offering his services as an emergency services volunteer. He attributed this to the culture 
of the organisation and the collective mindset of the existing core group (Personal 
communication, 24.3.94). 
For the purposes ofthis study, respondents were asked to rank the importance of sources 
of recruitment from one to five on a list provided (refer Table 3.1). Many only indicated 
two sources of equal significance (e.g. word of mouth and VRS). The results indicated 
that word of mouth closely followed by referrals from the VRS were the two main 
sources of recruitment. Several agencies ranked two sources equal first. Table 3 .1 
indicates the ranking given by respondents. 
Table 3.1: Sources of Recruitment 
1st 2nd 3rd 
Word of Mouth 13 7 4 4th=3,5th=O 
Volunteer Centre Referrals (VRS) 11 7 2 4th=3,5th=2 
Media Advertising 5 4 4 4th=2,5th=3 
Newsletter 3 2 5 4th=4,5th=l 
Annual Recruiting Drive 2 1 2 4th=0,5th=2 
Community Information Services 2 1 4 4th=2,5th=3 
Other• "Received Service" 2 0 0 0 
"Building Signage" 0 0 0 4th=0,5th=I 
Medical Professionals 0 0 0 4th= I ,5th= I 
Libraries 0 2 I 4th=0,5th= I 
Note* One additional "Other" response was recorded: "Community corrections", however there is some 
· concern whether this is "volunteering", as no further details were provided. The respondent ranked this 
4th. 
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The two major sources ofrccruitmcnt for respondent agencies in the Foundation Study 
are "word of mouth" (34% of first choices, and 29% of second choices) and the 
Volunteer Referral Service (YRS) (29% of first choices, and 29% of second choices). 
These figures are possibly biased by the selection of the sample using the mail out for the 
VRS. Volunteering WA stipulates that agencies are not to rely on the YRS for 
recruitment, and that additional recruiting efforts are required. VRS also stipulates that 
they do not recommend potential volunteers to agencies, that the service is only to put the 
potential volunteer in touch with an agency, and that it is the responsibility of the agency 
to screen and place potential volunteers. 
Curtis and Noble ( 1991, p. 7) warn of "over recruiting" and suggest the setting of targets 
to avoid the situation of too many volunteers and not enough work. Any campaign of 
recruiting, whether continued word of mouth recruiting or some other activity such as an 
annual recruiting drive, media publicity or community infonnation services, requires the 
agency to be aware of its needs in tenns of numbers and skills required so that they don't 
have willing hands sitting around idle because there is insufficient work to keep them 
occupied. 
Curtis and Noble (1991, p. 97) cite a dissatisfied volunteer as leaving after a year because 
the "organisation just accepts any number of recruits. As a result our rostered days are 
too spread out. I've lost all my enthusiasm.". "Successful recruitment should not be 
measured by volunteer numbers alone" (6 Principles 1992, p. 28). 
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Job descriptions, duty statements or outlines provide the organisation with a good idea of 
the types of work which arc required to be done, the time it takes to do it and the skills 
required. 
Gone are the days when anybody will do. Today the talk is of 
'focused recruitment', going after people with the skills, altitudes 
and knowledge you want to do the job right (MacKenzie, 1988, p. 
8). 
Whatever fonn of recruiting is adopted, realistic recruitment appeals outlining the true 
nature of the work that is available will reduce the number of volunteers who Jeavc due to 
frustration and dissatisfaction stemming from unrealistic expectations (Pinder, 1985b). 
In the employment situation realistic job previews have been shown to assist in reducing 
the turnover created by the candidate being sold a position which is not as it has been 
previewed (Breaugh & Billings, 1988). 
Selection and Placement Procedures 
Twenty~three respondents indicated that they "require potential volunteers to complete an 
application or registration form". Only 8 do not require this and two organisations 
provide responses as foIJows: 
Yes, "for office volunteers, not/or support group volunteers"; and 
Yes, "usually'' 
No details were sought on the infonnation required by these forms. There did not appear 
to be any pattern regarding type or size of organisation. 
Interviews 
The only other selection tool about which respondents were asked was interviews. Those 
who indicated that they did conduct interviews were asked a series of questions regarding 
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who conducted the interviews, the fonnat of the interviews, the purpose of the interviews 
and the action taken if a potential volunteer was found to be unsuitable. Only two 
respondents indicated that they did not interview potential volunteers. Of the remaining 
31, 25 indicated that interviews were conducted by a paid staff member alone and the 
other six either by a volunteer or by a panel (Paull, 1994, p.18). 
The purpose of the interviews was indicated by 19 agencies to be a combination of: 
"suitability or othenvise of the volunteer"; "record keeping"; and "appropriate job 
placement". However, five agencies indicated that the interview was to detennine 
suitability alone, one to effect job placement alone, and none for record keeping alone. 
Three agencies indicated that the purpose of the interviews was for the detennination of 
suitability and job placement. Two agencies indicated that there was an additional 
purpose in conducting interviews: "to create good feeling', and "accountability". That 
only two respondents indicated that they did not interview potential volunteers, 
demonstrates the prevalence of this selection tool. 
Interviews for the selection of paid employees are notoriously unreliable methods of 
selection, and many researchers have paved the inability of interviews to predict the 
future performance of employees (Cascio, 1998). Employment interviews are still widely 
used) mainly due to the absence of a more cost effective, valid and reliable substitute 
(Cascio, 1998). Cascio (1998, p. 221 ) suggests that research is beginning to show that if 
\ 
the interviews are conducted by trained interviewers, on information directly relevant to 
job performance and according to a strict set of guidelines, this will increase the 
effectiveness of this tool. 
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The interview fc)mmt was varied. with six using a standard interview guide, ten using a 
free ranging in terv i cw or chat. and Ji Ileen using a com bi nation of these. The format docs 
not uppear to bt: dependent on the posi lion of the person who conducts the interviews. In 
the two agt:ncit:s that used volunteers to conduct the interviews. lmc used a standard 
guide and the other a c 1mbincd format. 
The results of the foundation study indicated that the combination of standard interview 
guide and free ranging chat is the most widely used interview format (Paull, 1994). This 
may be a result of the interviewer pursuing the areas of interest of the volunteer and the 
areas \vhich cause concern for the interviewer in the structured part of the interview. 
Curtis and Noble ( 1991) recommend a semi-structured format to be followed by the 
interviewer, if only to ensure that all areas are covered by the interview. The variety of 
potential volunteers may mean that arrangements need to be made to vary the interview 
format, for example if the potential volunteer has high support needs. 
The interview is a matching process, not only to assess the suitability of the potential 
volunteer but often to assist in placement in a position which interests and suits them. 
Job descriptions will assist in this process. Pinder (1985b, p. 54) recommends "probing 
as much as is possible into the needs and values applicants are seeking to fulfil through 
volunteer work" to achieve a fit between expectations and reality. Research has shown 
that volunteers will leave if their volunteer work does not satisfy the needs which initially 
motivated them to volunteer (e.g. Morrow-Howell & Mui, 1989). 
Unsuitable recruits 
Curtis and Noble (1991) recommend that doubts held by the interviewer be pursued to 
avoid placement of an unsuitable volunteer. 
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:\ lien ( I 987. p. 258) observes that in the area of recruitment the organisation recruiting 
volunteers is ofien "the grateful recipient" and that where demand exceeds supply 
organisations cannot afford to be "choos) ". She also says that without well-defined 
validation of selection processes for volunteers it would be unfair and unwise of agencies 
to select only those who are "most likely to succeed". 
Fifteen respondents to the Foundation Study indicated that they refer unsuitable 
applicants to another agency or the Volunteer Centre and four do both. Two respondents 
indicated that they have not encountered this situation, and one failed to respond to this 
question. Table 3.2 sets out the responses to this question: 
Table 3.2: Unsuitable Recruits 
A Find them a minor position in your agency 
B Tum them away 
C Refer them to the Volunteer Centre 
D Refer them to another agency 
E. Take other action: 
-A orB 
-AorC 
-CorD 
- "Find another position - no position minor'' 
- "Tell them, show them around. Jet them decide" 
NOT ENCOUNTERED 
No response 
(Source: Pauf/, J 994, p. 18) 
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When asked what action is taken when a candidate is felt to be unsuitable two agencies 
indicated that this has not been encountered. Only two agencies indicated that they 
simply tum away the unsuitable applicant and most refer them to another agency or to the 
Volunteer Centre, as is recommended by the Centre. 
3.4.2 Briefing: Job Descriptions, Induction and T,aining 
Job Descriptions 
The prescriptive literature recommends the development of job descriptions as the first 
step in the scheme of managing the performance of volunteers (e.g. Curtis & Noble, 
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1991 ). This allows the potential volunteer to decide whether the tasks set out arc the sort 
of voluntary work they are seeking. It also allows the organisation to detcnnine the type 
of volunteer they are seeking, whether any specific skills might be required, the time 
commitment required, and the number of people or other resources which need to be 
sought. 
In the foundation study, organisations were asked whether they had job descriptions for 
their volunteers. This was included in the survey document adjacent to questions relating 
to feedback on perfonnance. The foundation study results indicated that 21 organisations 
had developed job descriptions for at least some of their volunteer positions (Paull, 1994, 
p. 16). 
The specific use of job descriptions in the recruitment and selection process was not 
surveyed by the questionnaire. Volunteering WA requires that all vacancies which are 
registered with the Volunteer Referral Service (VRS) have a job description for 
consultation by the Volunteer Referral Officer and the potential volunteer. The 
development of a job description is likely to be prevalent among organisations using the 
VRS, and thus the sample might be biased in this regard. 
In comparison to the foundation study results, only 12% of the volunteers who responded 
to a 1991 United Kingdom survey had job descriptions, and only 8% of those who did 
not, felt they were necessary (Lynn & Davis Smith, 1992). Job descriptions, according to 
popular HR theory, underpin the whole performance management process from recruiting 
the right person for the job to communicating what is required and providing feedback on 
good or poor perfmmapce. Ambiguity, confusion and stress have been found to be able 
to be reduced by clear duty statements and established reporting relationships (Cascio, 
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1998). Organisations whose volunteers are only required for one or two hours one day 
twice a year may still find there is some benefit in a simple statement of what is required, 
who to report to on arrival and what to do at the end of the time. Job descriptions also 
provide a basis for trair.rng, for statements of service and for providing references. 
Fletcher ( 1987, p. 50) identifies two other benefits of job descriptions for volunteers: 
clear boundaries between the work of volunteers and paid staff, 
often a point of conflict or ill feeling (.ree also Allen, 1987, p. 259; 
Hoad, 1991,p. 244); and 
the prov is ion of a fee I ing of belonging Io I he organisation. 
Willis (1992) suggests that it may not be wise to set formal job descriptions until after the 
volunteer has been recruited, so that the volunteer can contribute to its formulation. For 
the purposes of recruiting, however, the organisation needs to have an idea of its 
recruiting requirements. 
Signed Agreements 
The foundation study questionnaire asked respondents whether their organisation 
required volunteers to sign any form of agreement. Seventeen indicated that they do not, 
thirteen indicated that they do and three indicated that this is dependent on some factor or 
another, including the nature of the volunteer work. Of the thirteen who do require that 
an agreement be signed by at least some of their volunteers, only three do not include 
confidentiality in the content of the agreement. Other factors included in these 
agreements included responsibilities and perfonnance requirements. The combinations of 
content which were recorded for the 13 organisations who have agreements with their 
volunteers is shown in Table 3.3. 
Table 3.3: Content of agreements 
Confidentiality only 2 
Conlidentiality and responsibilities 3 
Confidentiality, responsibilities, and performance 2 
Confidentiality, pcrfonnance and rights of the I 
volunteer 
Confidentiality and insurance 
Con lidenl iality, personal details and insurance 
Confidentiality, pcrfommnce, res pons ibi lilies, 
review period, registering on and off, police 
clearance 
Registration to volunteer 
Responsibility, performance, notice on leaving 
NOT COMPLETED 
(Source: Paufl, I 994, p. 18) 
Signed agreements have been recommended by some in the area of volunteer work. 
These are not enforceable at law. 
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There may be some value in having contracts with volunteers, even though they are not 
legally enforceable. The signing of an agreement serves to reinforce the responsibilities 
discussed or agreed verbally by both parties. Behavioural contracts (Sulzer-Azaroff & 
Mayer, 1991), as they are referred to in the psychology literature, may be useful. These 
involve a contract drawn up by both parties stating the role, duties and conditions for 
each party, including in this case, the establishment of the job description as suggested by 
Willis (1992). Research has shown that parties are more likely to adhere to a contract 
both have contributed and their respective rights and responsibilities are clear (Sulzer-
Azaroff & Mayer, 1991). The concept of behavioural contracts will be discussed again 
later in relation to the concept of a "renewal of commitment" in Chapter 6. 
Induction/Orientation 
Respondents were asked whether they conducted a formal induction or orientation 
programme for volunteers. This was referred to as "one that is written or established so 
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that all volunteers receive the same or similar infonnation". Ten respondents indicated 
that they did not. The remaining 23 indicated that they had programmes which ranged 
from a one hour group session with a handout or reading material, to "twelve sessions of 
group training plus a practicum." Both of these examples are from service delivery 
organisations. The organisations which do not have an induction programme included 
six service delivery organisations, three self help organisations and a library/resource 
centre. 
The literature on volunteer management, and human resource management, emphasises 
that careful recruitment and selection procedures are wasted if the new volunteer is not 
adequately introduced to both the organisation and the position. Allen (1987, p. 259) 
claims that the initial training of volunteers usually focuses on the set up of the 
organisation, "rather than providing detailed information about the operation and goals of 
the program (sic) and/or allowing volunteers to practise some of the skills necessary to 
this operation". 
WhiJst content of orientation or induction was not specifically surveyed, some agencies 
indicated that their programme involves extensive training. One organisation holds 12 
sessions of training followed by a practicum, during which time unsuitable volunteers are 
"weeded out". Other agencies have a group orientation of one session or one hour. 
There may be a certain level of induction or orientation involved in getting started on the 
job which may not be structured or planned but which has developed to a level whereby 
all new volunteers get roughly the same introduction. 
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Training Polley 
Training is an area with some conflicting opinions. Time spent on training a volunteer 
who then leaves and takes their new skills into the paid workforce can be seen by some as 
a waste of resource. Similarly, some volunteers bel icvc that because they arc offering 
their services for tasks for which they are already competent, they should not be expected 
to participate in training (personal communication 14.4.94). Baldock's findings indicated 
that just over half of the volunteers interviewed did not believe they required special 
training, and only one quarter felt that training was essential (Baldock, 1990, p. 70). The 
l 99 I UK survey (Lynn & Davis Smith, 1992, p. 66) indicated that 77% of volunteers had 
not received training and did not believe it was necessary. In contrast to this, the 
literature on the management of volunteers recommends the training of volunteers (e.g. 
Curtis & Noble, 1991). Certainly it may not be necessary to provide skills training to 
some volunteers, but it is still likely to be beneficial to ensure they understand the 
expectations of the organisation. Change in policy, procedures or expectations may also 
require training. Jn addition, Fletcher (1987) suggests that even long term experienced 
volunteers should be offered some regular training, perhaps in the fonn of workshops or 
forums on particular issues. Regular workshops and forums 1 it is suggested, will offer the 
opportunity to share ideas and experiences with newer volunteers, and thus pass on their 
knowledge from one generation of volunteers to the next, or to be kept up to date in 
trends in their area of work. 
In the foundation study two questions were asked on training. The first sought yes/no 
responses to statements regarding policy on training, and the second sought details 
regarding practice. The responses to these questions are set out in Table 3.4 and Table 
3.5. 
Table 3.4: Training Policy 
Yes 
Training is unnecessary J• 
Training is compulsory prior to placement in a job I 7• 
Training is a reward 5 
Training is used to assist people with difficulties 18 
Training is optional for volunteers who wish lo I 
pay 
Tniining is optional prior to placement 8 
Other 
-optional but free I 
as required I 
Continuous on job 2 
not specified J 
No 
J8U 
5 
11 
4 
15 
IO 
No Response 
12 
11 
17 
11 
17 
15 
Nore: • one (I) indicated that this did not apply to all volunteers, was contingent on the type of work 
•• 011e (1) changed the wording to "Training is necessary" and indicated YES 
(Source: Paull, 1994, p. 18) 
The policies on training varied between agencies, with some requiring training as 
compulsory prior to placement in a volunteer position, and some considering it to be 
unnecessary. 
Table 3.5: Regularity of Training 
Number of Notes 
Unnecessary 
Change or poor performance 
Regular 
Induction 
Frequently 
Constantly 
Other - continuously 
Contingent on type of volunteer 
if required 
Respondents 
I 
8 
9 
18 
4 
15 
I 
I 
I 
a. length of service 
b. I =type of volunteer 
c. S=plus other response 
b. J=type of volunteer 
Notes: a. Respondent indicated that service was often one day only and therefore training is unnecessary 
b. Respondent indicated regularity was dependent on type of work 
c. Several respondents indicated induction plus one other response 
(Source: Paull, 1994, p. J BJ 
No details were sought on the content of training or on the qualifications of those 
designing or giving the training. 
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Baldock ( 1990, p. 68) states that "the provision of training is one of the most significant 
aspects of the professionalisation of the volunteer workforce" in the social welfare field 
in which her research is based. Her findings indicated that 57% of organisations 
provided no training or had only some on the job training. 
The findings of the foundation study indicated that, of the respondent organisations, only 
three believe training is unnecessary, just under haif require volunteers to undertake at 
least pre-placement training, and another quarter offer this as optional. Other training is 
offered with varying regularity. 
3.4.3 Support 
Support to volunteers is an area often identified by the prescriptive literature as 
enhancing the ability of the volunteers to undertake their roles. Three areas investigated 
by the foundation study were reimbursement of expenses - identified as important in the 
volunteer management literature (e.g. Curtis & Noble, 1991), grievance procedures and 
"employee assistance" identified in the HRM literature (e.g. Cascio, 1998; Nankervis et 
al., 1993). 
Reimbursement 
Most manuals and guides suggest that the organisation has a responsibility to allow the 
volunteer to offer their services and not be out of pocket. This is not seen as payment, 
but as "enablement", to allow anyone to volunteer regardless of circumstances. The 
respondents all seem to offer something to their volunteers in this regard. 
Question 9 sought to discover the organisation's policy regarding making it possible for 
volunteers to offer their services at little or no personal cost. Two organisations did not 
respond to this question. Of the 31 who did, 23 offer out of pocket expenses, with one 
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indicating that approval must be given in advance. Fifteen have a petrol subsidy system, 
and twelve repay the cost of phone calls. Some organisations selected all three responses, 
but most selected only two. Three organisations offer an honorarium, and two more do 
so "rarely" and "at the committee's discretion". Other reimbursement offered to 
volunteers included tea and coffee (2), lunch (I), "use of facilities", "volunteer 
excursions", and "training record, statement of service, referee for job application" 
(Paull, 1994, p.20). 
Grievance Procedures 
Organisations were asked if they have ''a written procedure or policy for volunteers to 
have grievances or problems heard''. Twenty five organisations indicated that they do 
not. One organisation indicated that this is currently being drafted. Of the eight 
organisations who indicated that they do have a written policy, five supply all volunteers 
with a copy and three do not. Further details were sought as to who heard grievances and 
whether the person concerned had been trained for such a role. Three organisations have 
the paid supervisor hear grievances, one offers the option of either the paid supervisor or 
a member of the board of management, one has a member of the board hear grievances, 
one offers the option of paid supervisor or another paid staff member, and one refers 
grievances to another paid staff member. Of these, five are trained and three are not 
specifically trained for this role. One of the organisations without policies indicated that 
the organisation has a general grievance procedure not specifically designed for 
volunteers, and another that volunteers are "invited to attend staff meetings at which 
problems can be raised and discussed". The eight organisations who have grievance 
procedures are not confined to service delivery organisations: Five are service delivery 
organisations, one is a recreation organisation, one a family support group, and one an 
education organisation (Paull, 1994, p. 21 ). 
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Eight respondent organisations indicated the existence of a grievance procedure. A 
grievance procedure might set out how the volunteer might approach the organisation if a 
problem or difficulty exists which needs resolution. The existence of a grievance 
procedure is a signal to the volunteer that the organisation is willing to listen. The 
relatively low number of formal grievance procedures could be because the organisations 
have informal and open systems of communication which Mason (1984) argues arc part 
of the culture of voluntary organisations and which Dartington ( 1992) warns might be 
lost, if care is not given in the implementation of management philosophy. This issue is 
discussed further in Chapter 6 in relation to the special "nurturing" aspect of managing 
volunteers. 
"Employee Assistance" 
Recognition that volunteers have a life outside the volunteer community, or that there 
may be aspects of their volunteer work with which they need help results in support 0f 
volunteers in a formal sense similar to the Employee Assistance Programmes (EAPs) 
offered to paid employees in some organisations. EAPs operate on the premise that 
personal problems can interfere with the employees' ability to perfonn (Nankervis et al., 
1993). Only seven of the respondent organisations make professional help or counselling 
avaiJable to their volunteers in a formal sense. Just under half offer support and 
counselling as part of the management process, and a further six off er informal support 
through social contact. Only six organisations indicated that there are no support or 
counselling services available to their volunteers (Paull, 1994, p. 21 ). 
81 
The "caring" nature of much volunteer work is likely to contribute to this high level of 
support for volunteers. ln the UK (Lynn & Davis Smith, 1992, p. 69) the 1991 figures 
indicated that 23% of volunteers felt that they did "sometimes need advice and support 
about the sort of help that they give to the group or organisation." No data on advice and 
support to deal with problems outside the organisation is available. 
3.5 Petformance Management, Feedback and Recognition 
By far the greatest volume of research on volunteering, appears to be on motivation to 
volunteer, primarily, it appears, for the purposes of recruiting. There is limited research 
on the performance of volunteers. Further, as discussed previously, many authors agree 
that there is a reluctance and sometimes an absence, of monitoring and feedback to 
volunteers on performance. Three aspects of performance monitoring and feedback were 
examined by the foundation study. One is setting the criteria for perfonnance monitoring 
and feedback, a second is recognition of volunteer work and the third is dealing with poor 
or declining performance by a volunteer. 
3.4.1 Performance and Feedback 
Two blocks of questions were asked about performance and feedback for volunteers. 
Question 12 asked whether respondent agencies have a written policy related to feedback 
on perfonnance for volunteers. Only three agencies indicated that they have a written 
policy, and of these two supply a copy to all volunteers. No further details on the content 
of the policy were sought. 
Responses to the question on job descriptions were detailed earJier (Section3.4.2: 19 do, 7 
do not. 2 for some and 5 no response). Fol1ow up questions were then asked. Of the 19 
respondents who indicated that they have job descriptions, 13 reported that they give 
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every volunteer a copy of their relevant document, one provides job descriptions on 
request, and five do not. Both the rganisations who that have job descriptions for some of 
their volunteers issue a copy to their volunteers (Paull, 1994, p. 16). 
Respondents were also asked if the job descriptions included performance standards. Of 
the 21 respondents who do have job descriptions, 12 include performance standards. Of 
the five organisations who do not provide a copy of job descriptions to their volunteers 
two include performance standards. Five respondents require their volunteers to assess 
their own performance. 
Of the twenty one respondents who have job descriptions for some or all of their 
volunteers, eighteen provide feedback on performance, one indicated "if requested" and 
one "no" and one "not in a formal sense". Feedback is mainly provided by the paid 
supervisor (11), or the paid supervisor and/or another paid staff member (4). One 
organisation has feedback provided by a number or people, contingent upon who 
supervised the practicum or training. Two organisations have a volunteer supervisor 
provide feedback, and one either a paid supervisor or a volunteer supervisor. One 
respondent indicated that feedback is provided by a paid supervisor or another paid staff 
member or by "clients". One of the respondents reported that feedback is provided but 
did not specify by whom (Paull, 1994, p. 22). 
It can be argued that job descriptions, orientation and training and support mechanisms 
are somewhat wasted if the perfonnance of volunteers is not monitored and the results 
fed back to volunteers. Volunteers need to know how they are progressing along the 
way, even if only by self report, and they need to be steered back on track or 
congratulated on their efforts. MacKenzie ( I 988, p. 11) argues that "volunteers urgently 
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need the "guideposts' that ongoing assessment provides." Provision of feedback by the 
paid supervisor or another paid staff member appears to be th c most prcvaJ cnt in 
respondent organisations who have job descriptions. The bases and format of such 
feedback is an area for further investigation. Allen ( 1987) suggests that the difficulty 
which may arise from a field volunteer not being directly supervised can be overcome by 
asking them to provide self assessment, keep I ogbooks or consult with c Ii ents. 
Recognition 
One fonn of feedback, most often related in the volunteer management literature to 
motivation and managing volunteers, is recognition. What is most frequently recognised 
in the respondent organisations in the foundation study is length of service of volunteers, 
with 15 organisations recognising this. Ten organisations recognise outstanding 
achievements, nine retirement, six completion of a special project and six "other" 
responses - "Special luncheon for all", "annual event", "Xmas", "Everyone", "At the end 
of course [training] and ongoing service" and "volunteer of the year"(Paull, 1994, p. 23). 
Recognition is most often given through certificates (15) and banquets or receptions (14). 
Internal publicity ("newsletter", "Bulletin") (11 ), media publicity (19), bouquets or 
badges (6 each). Five "other" forms of recognition were also cited - "special luncheon'', 
"party", "trophy presented at AGM''. "morning tea", "present at Christmas" (Paull, 1994, 
p. 23). 
Most organisations recognise more than one event in more than one way. All 
organisations had some form of recognition of the work of their volunteers. 
No formal statistical comparisons were conducted between recognition and turnover but 
pictorial. graphs of the responses showed that there was no apparent difference between 
the turnover in those organisations which indicated formal recognition procedures and 
those which did not (Paull, 1994, Figures 6 and 7, p. 23). 
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Recognition, in a fomrnl sense, is practised by all the respondent organisations. The level 
of recognition and its form varies. MacKenzie ( I 988, p. 11) admonishes "shake up your 
old beliefs about recognition. 1t isn't just the annual dinner where pins, plaques ... and 
certificates are given out.. .. [It] is part of the central core ... '' Vineyard ( 1988, p. 4 ), whilst 
supporting the view that such activities are welcomed and esteemed by some, argues that 
volunteer managers should "work toward understanding the volunteer and paid stafrs 
motivational needs and definitions in order to create systems meaningful to the 
recipients." 
Traditional forms of recognition such as dinners, certificates and publicity are prevalent 
amongst surveyed organisations. The key according to Vineyard (1988) is to ensure that 
the reasons for the types of recognition given are examined and are acceptable to both the 
organisation and the volunteers. She cites the example of 1he food distribution agency 
which puts on a lavish spread at Christmas for volunteers who would rather see their 
clients benefit from this activity. Similarly, certificates for length of service may mean 
little if no volunteer is ever asked to leave and poor performers are recognised in exactly 
the same way as achievers. 
Poor Or Non Perfonnance 
Not only does the organisation need to recognise good performance, but conversely it 
needs to deal with poor performance. Penn's (1990, p. 39) argument, cited previously, 
that a volunteer who is not performing should be replaced by another presupposes that 
there is another person available to take the job. It should also be seen as an 
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ovcrsimpl i Ii cation of t1ic situation. Penn is right in arguing that not dealing wilh non 
perfonnancc is injurious to all other people involved and therefore being afraid to tackle 
the situation for fear of'·injuring that person's feelings" can he a misguided approach. 
The organisation owes it to the volunteer to take other steps before removing them from a 
position. 
Respondent organisations indicated that in the event that a volunteer either does not 
perfonn the required duties or does not perform them to the standard required by the 
organisation, a paid staff member speaks to the volunteer or the volunteer is counselled 
by a paid staff member. Such action may result in other action such as reallocation of 
tasks, referral for further support and advice, training or dismissal. It may also result in 
improved performance, the ultimate aim. Movement to another task, even if undertaken 
in consultation with the volunteer, may result in reduced motivation, especially if the 
volunteer feels that they have not been given a fair chance. Seven organi:;ations indicated 
that this is an option but not that it was the only action taken in the event of poor 
perf orrnance. 
Accurate commur11ication of expectations at the outset, by way of a job description and 
behavioural contract or signed agreement (discussed earlier), and provision of resources 
und support including advice and support and feedback on performance will allow the 
volunteer to perform the required tasks. As Pinder ( 1985a) points out, it is still 
motivatioli and individual choice that determine the performance of volunteers. Thus it is 
the responsibility of the organisation to identify the key motivators of its volunteers and 
to offt:r recognition and support approprintt to the volunteers themselves (Vineyard, 
1988). 
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Question 15 sought data on the action taken "in the event that a volunteer either docs not 
perform their required duties [ non-perfonnance], or does not perform them to the 
standard required by the organisation (poor performance]. Ten options were offered plus 
one "other" category seeking specification. Table 3.6 sets out the responses. 
Table 3.6: Action in the event of poor or non-performance 
Spoken to by another volunteer 4 
Spoken to by a paid staff member 24 
Counselled by another volunteer 2 
Counselled by a paid staff member 11 
Asked to leave with explanation 5 
Asked to leave 2 
Moved to another task 7 
Given less responsibility in the hope that they will I 
leave 
Left to handle the situation themselves 0 
Provided with an assistant or supervisor 5 
Other- "Advice sought from Volunteer Centre I 
- "Training" l 
(Paull, 1994, p. 24) 
One organisation did not respond to this question. Sixteen provided single responses, 
seven provided two responses, three and four responses were provided by four 
organisations each and one organisati0n provided six responses to this question indicating 
that they have six alternative methods of dealing with poor or non perfonnance. One 
organisation which indicated that in the event of the volunteer failing to perform to the 
required standard they would be spoken to either by a paid staff member or another 
volunteer, added a note that this would be undertaken "with tact". Most organisations 
with several options indicated that this depended on the type of task, the type of volunteer 
or the type of poor or non-perfonnance (Paull, 1994, p. 24 ). 
Dismissal 
Failure to perfonn can have serious consequences for the client and the organisation. 
There may be occasions when dismissal is warranted. The literature suggests, however, 
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that there is some level of reluctance to dismiss volunteers. Respondents to the 
foundation study were asked if a volunteer had ever been dismissed from their 
organisation and, if so, for what reason. Fourteen organisations indicated that this had 
not occurred, two that they did not know or were unsure, and one did not respond. Of the 
remaining 16 respondent who indicated that there had been an event of dismissal of a 
volunteer, one did not specify the reason, and one indicated "theft (community service 
order)". As the latter response is unclear (did the theft result in a community service 
order, was the volunteer assigned on a community service order or did the theft take place 
within the organisation?) it was excluded from the results. Table 3.7 shows the various 
reasons for dismissal. 
client complaints 
client complaints, personality problems 
client complaints, general unsuitability 
breach of confidentiality client complaints 
confidentiality breach 
client placed by social worker [in volunteer position] but unhappy here 
requested payment for service ln addition to voluntary service 
standard of behaviour less than acceptable 
personality problems 
verbal abuse of client 
financial unreliability 
inappropriate behaviour - unreliable, uncommitted, not listening 
Table 3. 7: Reasons for dismissal 
(Paull, /994,p. 25) 
Allen (1987) discusses the role of the agency as "grateful recipient" in the 
volunteer/agency relationship, suggesting that organisations cmmot afford to view 
themselves in this way. She suggests that even in the event that there is a shortage of 
volunteers available to assist organisations they cannot afford to keep on a volunteer who 
is not perfonning. Penn (1990) talks of the detrimental effects including reduced 
I 
88 
motivation of other volunteers if problem volunteers arc not dismissed. MacKenzie 
( 1988) observes, however, that dismissal of the volunteer may be the only alternative, 
either in the face of repeated problems or if a fundamental clement of the job (e.g. 
confidentiality) has been breached. Baldock 's (I 990, p. 74) findings on the dismissal of 
volunteers, indicate that there is recognition of the right to dismiss, but that procedures 
are relatively infonnal and can lead to the volunteer being unaware of the reasons for 
dismissal. 
3. 6 Turnover 
Turnover of volunteers is an area of increasing research. As the competition for 
volunteers increases, not only do agencies have to attract volunteers in the first place, but 
they must place a priority on retaining them. The 1991 UK survey indicated that moving 
away from the area was a major reason for leaving volunteer positions (Lynn & Davis 
Smith, 1992). The survey also indicated that some two thirds of volunteers felt that their 
work could be better organised, and that other dissatisfying aspects of volunteer work 
were prevalent. 
Length of service figures have been set out previously (Section 3.3.2). Respondents were 
asked whether they seek reasons for leaving from departing volunteers. Twenty-eight 
respondents indicated that they do, with one of these failing to indicate the most common 
reason. One organisation did not respond to this question. Of the four who indicated that 
they do not seek this information one added the comment that the volunteers are short 
term and leave when the ''project.finishes". Table 3.10 sets out the reported reasons for 
volunteers leaving respondent organisations. 
. ·' ... --~:... :· ... 
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Table 3.8: Reasons for leaving 
Family commitments I r 
Work commitments* 12 
Dissatisfaction with organisation O 
Personality conflicts 0 
Need lo move on to other activity 9 
Retiring 6 
Age 6 
Incapacity 6 
Not what they expected 4 
Volunteered for set time 6 
Other - moving away 3 
- time pressures I 
- gained employment* 6 
- overload - need a break I 
- studies, job, going overseas l 
* One ( l) respondent ticked "work commitments" but indicated that this usually meant that the volunteer 
had gained full time employment. Thus the figures for work commitments could be misleading. Only 8 
respondents selected only one answer to this question. 
(Paull, 1994, p. 25) 
Reported reasons for leaving cited in the foundation study included a large number of 
job seeking volunteers leaving for paid employment. Some respondents indicated that 
"obtaining employment" was a major reason given by departing volunteers, and one 
indicated in the "comments" section that "volunteers may really be seeking work 
experience and one needs to find this out at interview or else a lot of training can be spent 
on them then they leave to get a job" (PauII, 1994). There is thus the need for agencies 
to cater for this new type of volunteer. 
Morgan's (1991) figures on the number of unemployed seeking volunteer work would 
suggest that agencies that use the services of volunteers must address this rather than 
viewing the job seeker as a negative. The identification of short or long term volunteer 
position., and specification on job descriptions including whether training is required may 
begin to alleviate this problem. Different types of volunteer positions and programmes 
could be offered to the job seeker volunteer who may need to maintain skills, gain skills 
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or simply be occupied whilst seeking work. The satisfied volunteer who leaves to go to 
full time employment might return later to a regular longer term volunteering role in the 
same organisation, or another, once they have settled into their new job. The iss11e of 
short term and episodic volunteers arose again in the main study and is further discussed 
in Chapter 6. 
3.6 Further comments from Respondents to Foundation Study 
At the conclusion of the questionnaire, respondents were provided with space to 
comment on the application of business principles to the management of volunteers and 
to comment on any of the questions or answers in the questionnaire. There was a level of 
support for the type of research being undertaken in this study, and for the issues raised 
by the questionnaire. Comments included the lack of time, funding and support available 
to the person aJlocated responsibility for management of volunteers, to enable the 
systems of Human Resource Management to be implemented. 
The comments provided at the conclusion of the questionnaires raised several issues. 
• the level of support given to the co-ordinator or manager of volunteers by the 
organisation; 
• the time available for developing policies; 
• the varied level of support for research; and 
• the need to incorporate qualitative research methods into research about 
volunteers and volunteering. 
3. 7 Follow up Seminar on the Foundation Study 
A seminar was held to discuss the findings of the foundation study with the Co-
ordinators' Network, a group which meets under the auspices of Volunteering WA. One 
of the areas of most interest to those present appeared to be the issue of poor 
perfonnance. As can be seen from Table 3.6, a high proportion of organisations 
I 
91 
indicated that poor performers were spoken to or counselled by another member of the 
organisation, most often a paid staff member. The table derived from the questionnaire 
responses does not, however, present the whole picture. The level of concern over issues 
associated with providing negative feedback and the occasional dismissal of volunteers 
was highlighted at this seminar (Co-Ordinators Network September 1994). Discussions 
with the managers and co-ordinators of volunteers who are charged with the 
responsibility of managing poor performers, identified that the emotional difficulty 
associated with giving negative feedback, and the fact that sometimes poor performance 
leads to dismissal of a volunteer when early intervention may have prevented this was of 
major concern to them. Anecdotal evidence was provided of the possible costs, both 
personal and professional, to the organisation, co-ordinator and volunteers, when 
negative feedback is provided. The importance of this process being skilfully handled 
was clearly identified (Co-ordinators' Network September 1994). 
The foundation study indicated that agencies do dismiss volunteers, and for a variety of 
reasons, the most prevalent being client complaints (Refer Table 3 .7). Subsequent 
seminar discussion, however, indicated that managers were uncertain as to the steps 
which should be taken and the level of investigation which should take place, prior to a 
dismissal (Co-ordinators' Network September 1994). 
There was general agreement amongst seminar participants that it is necessary to take 
action to manage poor performance, not only for the sake of the organisation and its 
client, but also for the sake of the volunteer. Never dismissing volunteers was seen as 
. having serious repercussions, but the manner and situation of a dismissal was seen as a 
. sensitive issue. Co-ordinators related incidents which had caused themselves, the 
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volunteer and other organisational members considerable distress, and which might have 
been avoided if the poor perfonnance had been identified and followed up earlier (Co-
ordinators' Network September 1994). 
The follow up seminar served to highlight the interest and concern of managers, co-
ordinators and supervisors of volunteers on the issue of managing poor perfonnance. 
3.8 Conclusion 
This foundation study provided data which indicated that in a variety of agencies using 
the services of volunteers, management theory is being applied in some form or another 
in the management of volunteers. The question is still unanswered as to whether this 
should be the case. Rather than examining the question from the philosophical or 
ideological perspective of Harrison (1994) and others, the question might best be 
examined from the point of view of demonstrated effectiveness. 
At the time the foundation study was concluding there was little empirical evidence that it 
. 
is the absence or application of management theories that influences the effectiveness or 
otherwise of an organisation, either in meeting or satisfying its mission or goals, or in 
recruiting, retaining, and satisfying its volunteers. Allen (1987, p. 257) argues that 
evaluation of the effectiveness of volunteer programmes needs to examine the "effects of 
such programs (sic) on clients." Others suggest that it is the volunteer who should be 
satisfied (Ross, 1992). Case study descriptions of success stories such as the Girl Guides 
in Western Australia (Nairn, 1994) and others in the United States (Byrne, 1990; 
Drucker, 1989; Drucker, 1990; Geber, 1991), and the UK (Butler & Wilson, 1990), serve 
to support the argument in favour of the application of such theories. However, empirical 
and statistical research showing a causal link was limited in 1994. 
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The anecdotal and descriptive evidence of many experienced in the management of 
volunteers was identified as a valuable starting point for the development of hypotheses 
for further research testing. In addition, qualitative research was seen as the appropriate 
tool to gather some of the wealth of knowledge and experience which the co-ordinators 
and managers of volunteers have gained in the field. Documentation of such knowledge 
was identified as a good basis not only for further research, but for the enhancement of 
training packages and manuals already available, and for the identification of issues and 
trends which are important to volunteer management. 
It was determined, therefore, that in-depth research following up on many of these issues 
would serve to aid both policy and practice, and provide a basis for further research. The 
identification by seminar participants of the problems associated with managing poor 
performance provided a focus for this research. The area of volunteers and volunteering, 
is receiving increasing attention both locally and overseas and is an area of interest to the 
student of performance management because of the diversity and complexity of the 
relationships and, perhaps most importantly, the absence of the much debated motivator, 
money. The next chapter sets out the theoretical framework on which the in-depth study 
was based. 
CHAPTER 4 THEORETICAL FRAMEWORK AND RESEARCH 
QUESTIONS 
4. 1 Introduction 
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Chapter 3 outlined the foundation study which was conducted to explore the context for 
this research. This chapter outlines the research questions to be explored and sets out the 
theoretical framework which was developed from the foundation study and the literature 
review. It then goes on to set out the variables depicted in the theoretical framework and 
to outline the basic relationships that exist between them. 
4.2 Objectives and Research Questions 
The objective of this study was to examine the use of feedback in the management of 
performance by volunteers. The foundation study indicated that feedback is used as part 
of the broader Human Resource Management processes in the management of volunteers. 
In the absence of significant prior research, this study aimed to gain insights into this 
phenomenon and to describe and identify patterns in how it is used. In order to achieve 
this primary objective three subordinate objectives were identified: 
To identify what is perceived as "poor performance" by volunteers and volunteer 
managers and co-ordinators. 
To identify the nature of feedback received by volunteers about their performance. 
To identify how feedback is used in the participant organisations to manager the 
perfonnance of volunteers. 
To identify the elements of feedback identified by volunteers and volunteer managers and 
... co-ordinators as influencing performance outcomes. 
In order to address these objectives the research focussed on the following research 
questions: 
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What do volunteers and volunteer managers and co-ordinators perceive constitutes 
poor performance by a volunteer? 
This question sought to identify what volunteers and those who manage or co-ordinate 
their activities classify as poor performance in order to provide a context for the 
examination of the management of performance. 
What is the nature of the feedback given to volunteers? 
This question examined the feedback process, the level of information and training 
provided to volunteers, who provides feedback on performance and. the setting or context 
in which it occurs. 
By addressing these questions the research attempted to establish: 
How is feedback used in the management of poor performance by volunteers? and 
What are the elements which are perceived to influence the outcomes of the use of 
feedback to manage the performance of volunteers? 
The issues examined included: the perceived problems associated with providing and 
receiving negative feedback, and the consequences. The effectiveness of feedback in the 
management of poor performance was not be measured. but the perceived effectiveness 
was examined in the context of this question, as was the context or environment in which 
such feedback is provided 
4.3 Theoretical Framework 
Figure 4.1 outlines the theoretical framework derived from the literature review and the 
foundation study findings reported in Chapter 3. The key relationship established links 
between feedback and the performance of volunteers. The other variables shovm are all 
predicted to influence this relationship in some way. 
PERFORMANCE 
BY VOLUNTEERS 
Figure 4.1: Theoretical Framework 
Each of the variables can be described as follows: 
4.3.1 Variables 
Independent Variable: 
Feedback: The characteristics of the infonnation provided to volunteers about their 
perfonnance. (The source characteristics, message characteristics and recipient 
characteristics of individual feedback and how these interact with the feedback 
environment make up the feedback process.) 
Dependent variable: 
·· Pe,jormance by volunteers: The perfonnance of volunteers with regard to the standard 
· expected or required by the organisation. 
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The relationship between the independent variable "feedback" and the dependent variable 
"perfommnce by volunteers" is the key relationship examined in this study. As this is a 
descriptive study no causal relationship was investigated. However, the manner in which 
the people charged with the responsibility of managing the volunteers use feedback to 
improve performance was examined, analysing the effect this had on the relationship 
between the volunteer and the organisation. 
Influencing and Modifying Variables: 
Other variables which influence the relationship between feedback and performance, 
particularly where the feedback is being adopted as a strategy in the management of poor 
performance, were the subject of exploration. The theoretical framework identifies the 
following modifying and intervening variables: 
Modifying variables are defined as matters of interest to be investigated along with the 
independent variable and which are seen as having a direct effect on the relationship 
between the dependent and independent variables. 
Briefing: The level of information provided to the volunteer about what duties are to be 
undertaken, and the manner in which this is provided, are seen as moderating the 
effectiveness of the feedback in improving poor performance. 
The foundation study did not examine all aspects of briefing, but highlighted that job 
descriptions are in use in many organisations and that signed agreements and induction 
-and orientation programmes are also used to provide information to volunteers about the 
work they are to undertake. The literature identifies that 'lne of the causes of poor 
perfonnance might be uncertainty about the work to be undertaken. 
· Training: The nature and level of training received by the feedback recipient to enable 
them to perform their required tasks or duties to the standard required by the 
organisation. 
The foundation study highlighted the variability in the level of training provided to 
volunteers to enable them to perform the tasks allocated to them. 
Performauce evaluation: The methods, perceived accuracy, and importance of 
perfonn~mcc measurement as a basis for feedback. 
The existence or otherwise of a formal performance evaluation system has been 
highlighted by the literature as a contributing factor in the provision of feedback, with 
some supervisors avoiding foedbacF provision except in the performance appraisal or 
evaluation process. The volunteer literature has indicated a level of concern regarding 
the use of formal performance evaluation processes with vo I unteers. 
Options: The range and types of options available to the feedback source when faced 
with the poor performance of a volunteer. 
Managers and supervisors of volunteers, like a!I managers and supervisors, will be 
limited by organisational and resource constraints when dealing with poor performance. 
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"Nature of volunteering": The perceptions of participants on those factors which might 
make the feedback environment different for those managing volunteers. 
This is an area of some debate and will be examined concun-ently with the application of 
management theory to volunteering. 
Application of management tlzeory to volunteering: The perceptions of participants as 
to whether management theory developed for use with paid employees can or 
should be applied to volunteers. 
Intervening or confounding variables are those considered to be of importance but not to 
be direct1y investigated by the study. 
Voluntary status: No comparative studies will be made with paid employees thus 
making this a variable with unknown consequences for the relative effectiveness 
of feedback. 
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It was important. however. for this factor to he considered in the analysis of results. This 
factor lits in with thr ••nature of volunteering" and the application of management theory 
issues above. 
Jtotfration to •·ohm teer: Often seen as one of the mosl important aspects of managing 
volunteers. the motivation of volunteers was not directly measured in this study, 
but as this tics in with goal setting and the recipient responses to feedback it mu,;,;t 
be considered. 
Organisatio11a/ culture: The culture of an organisation can have profound effects on the 
performance of its members but no formal culture survey was conducted 
4.4 Conclusion 
This chapter has outlined the theoretical framework and research questions which have 
been developed based on the foundation study and the literature review. It has detailed 
the key elements to be investigated in the central study and outlined the basic 
relationships that exist between them. Chapter 5 will outline the methodology to be 
adopted in the study to be conducted based on this framework. 
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CHAPTERS: METHODOLOGY 
5. 1 Introduction 
This chapter outlin.:s rhc approach rakcn in rhe collection, collation and analysis of data 
for the main study and discusses the rationale behind the chosen methodology. It 
demonstrates that the case study approach using multiple methods of data collection is a 
valid research tool and can be utilised for the development of preliminary theory. It also 
addresses the limitations of the methodology, and the steps taken to minimise these. 
5. 2 Research Design 
A multi-method case study approach was adopted to examine the nature and application 
of feedback in the management of performance by volunteers. The aim was to document 
the current feedback activities of co-ordinators and managers of volunteers and to seek 
the opinions of volunteers about the approaches used. The result is a discussion of the 
findings developed to aid in the further study of this activity. and to offer those who 
manage volunteers some information which may assist them in this sensitive aspect of 
their work. A case study approach (Yin, 1994) with several points of data collection in 
each of six organisations was adopted. In each organisation a questionnaire to be 
completed by a group of volunteers was followed by a discussion with a smaller group of 
volunteers, and finally an interview with the manager or co-ordinator of volunteers. This 
approach was supplemented by workshops with wider groups, mainly of co-ordinators 
and managers of volunteers, to test the responses to the conclusions reached and thus 
increase the generalisability of results. 
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5.3 Rationale 
Schmitt and Klimoski ( I 991, p. 115) suggest that "qualitative research is more of an 
approach than a particular design or set of techniques". They suggest also that the 
reasons for conducting the research might well be the rationale for selecting qualitative 
research as the approach to a particular study. The four rea,;ons they list ( 1991, p.122) 
are: 
~ To gain familiarity or insights into a partkular phenomenon; 
>- To accurately ut!scrihe the characteristics of a particular individual, situation or 
group; 
>, To detect patterns and common threads; and 
} To gather data as "a basis for the testing of theories or models of phenomena 
involving cause-and-effect relationships" (citing Martinko & Gardner, 1985 ). 
Gummeson (1991) argues that there is a danger of academic researchers undertaking 
"distance research" (citing Gusta vsen 1982. p. 1 7) with only limited contact with the 
actual subject of the research, and that qualitative research can be a powerful tool in 
reducing this distance, and allowing the researcher to gain a greater understanding of the 
phenomenon under examination. Criticism of considerable amount of the existing 
research in volunteering has been that only about half of it is able to be used or is of 
interest to volunteer adminfatrators (Brudney & Kluesner, 1992). As a consequence, 
Brudney and Kluesner (1992) have urged greater co-operation between practitioners and 
researchers. 
Qualitative research can be limited to providing only a relatively narrow view of a 
particular situation simply because of the size of the sample in the research design. 
Quantitative research can gather data from a wider number of participants in a shorter 
period of time, and offers the opportunity to gather infonnation in a specific framework. 
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The preliminary study detailed in Chapter 3 has confirmed the view that the true nature of 
a sitLJation can sometimes be obscure, or at least lack clarity, when investigated by the 
use of quantitative methods alone, and that valuable insights can be gained by personal 
contact with some of the participants in the research. One example here is the level of 
anxiety about the management of poor performance expressed by participants at the 
seminar following the foundation study that had not been apparent in the responses to the 
questionnaire. Consequently, some of the elements of quantitative research, combined 
with the approach of qualitative research can offer advantages from both types of 
approach. One of the most important uses of case study research is as "a source ofideas 
in the early stages of invei:.tigating a topic" (Leary, 1995, p. 305 ). Theory building is a 
r~cognised aim of case study research in this fonnat (Eisenhardt, 1989), and can involve 
multiple cases and more than one level of analysis (Yin, 1994). The use of a multi-
method approach can help to reduce some of the limitations of any of the single methods 
employed, and allows the researcher to confinn or refute findings at each stage 
(Saunders, Lewis, & Thornhill, 1997). 
As the purpose of this study is to gain insights into the use of feedback, to describe this 
and to detect patterns and common threads to enable the fonnulation of a framework, a 
multiMmethod case study approach was adopted. 
5.4 Sampling 
The study was conducted in a selection of organisations. These organisations were 
selected on the basis of membership of Volunteering Western Australia. Consideration 
was given to factors such as size of the organisation, the existence or otherwise of a co-
ordinator or manager of volunteers, and the industry or activities in which the 
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organisation operates. As this is exploratory research, the sample was selected according 
to accessibility and other characteristics including wil1'.ngness to participate, thus making 
it a convenience sample. Factors such as accessing volunteers undertaking a wide variety 
of activities, as well as representing a range of demographic profiles were also taken into 
consideration. Eisenhardt (1989) suggests that in theory building it is not necessary to 
"choose cases with are likely to replicate or extend the emergent theory" (p. 537), but that 
rather that. due to the limited number of cases that can be studied "it makes sense to 
choose casL'S such as extreme situtations and polar types in which the process of interest 
is 'transparently observable'." (Pettigrew 1988 cited in Eisenhardt, 1989. p. 537). Very 
limited information was available to determine which organisations might fit this criteria. 
It was decided, however, that organisations in which there was an interest in the topic 
would aid in the data gathering process. Word of mouth contact and soliciting of co-
operation through the Co-ordinators' Network and workshops was considered to be 
acceptable in the circumstances. Co-operation from the co-ordinator or manager of 
volunteers was considered to be of paramount importance in collecting data in the first 
instance. 
5.5 Participants 
As previously stated, participant organisations were selected from amongst member 
organisations of Volunteering WA. The population is relatively stable with 
approximately 230 member organisations. The foundation study (outlined in Chapter 3) 
indicates that member organisations range from those with only two to five volunteers 
(with some not yet having any), to those whose volunteer workforce exceeds 200. 
Similarly, the age range of member organisations was from less than one year to in 
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excess of ten years of age. Organisations tend to cover a wide range of activities, from 
environment focussed group~ ~o human service organisations, and to range from local 
branches of world wide organisations to organisations with very localised activities. 
A number of member organisations were approached to participate in the study, and six 
were selected as participant organisations. The rationale for their selection included: 
Number of volunteers, primary function of the organisation, location of the volunteers, 
willingness and availability of the co-ordinator of volunteers. 
The numbers of participants depended on the size of the organisation, the number of 
volunteers willing to participate in the study and their availability, and on the co-
operation of the co-ordinator of volunteers in the organisation. 
A profile of respondents is included in Chapter 6. 
5.6 Data Collection 
As mentioned above a quJti-method data collection process was employed. In each 
organisation the three phases employed were: 
>- Phase I: An anonymous, structured que:.!iormaire was completed tiy a group of 
volunteers, and volunteer participants for phase two of the project were sought. This 
questionnaire sought to gain an overall picture of the amount and type of feedback 
being received by the volunteers and their ratings of that feedback. 
};;,, Phase 2: A semi-structured group interview was conducted with a randomly selected 
group of those who indicated willingness to participate in the second phase of the 
study. These sought to increase the richness of the data gathered in the questionnaires 
and to develop themes and issues which had been identified in the questionnaire data. 
};;,, Phase 3: A semi-structured interview was conducted with the person designated as 
the volunteer manager or co-ordinator in each organisation. These interviews were 
designed to establish the perspective of the volunteer manager or co-ordinator on the 
issues identified by and with the vo1unteers. 
As an adjunct to this process workshops were conducted through Volunteering WA with 
a wider community of co-ordinators and managers of volunteers and some volunteers. to 
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further test initial findings and increase the richness of the data gathered. This also 
fulfilled a commitment to participants to keep them informed throughout the research 
process, and offered the opportunity for discussion of raw data and preliminary 
interpretations. A further seminar was held with the Co-ordinators' Network towards the 
conclusion of the study to test the conclusions reached with the managers and co-
ordinators of volunteers who might benefit from the findings of the research. The data 
collection process is depicted in Figure 5.1. 
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Figure 5.1: The Data Collection Process 
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5.6.1 Procedures 
Questionnaires 
The process employed was designed to maximise the participation and co-operation of 
volunteers in each organisation. These were as follows: 
Organisation I: Attendance by researcher at a regular meeting of volunteers for briefing, 
and return of completed questionnaires in sealed envelopes to box left at 
organisation. (Approximately 50% return rate). 
Organisation 2: Attendance by researcher at a regular meeting of volunteers for briefing 
and return of completed questionnaires in stamped return addressed envelopes to 
researcher. (Approximately 60% return rate). 
Organisation 3: No regular meeting of volunteers was scheduled to be held in the 
foreseeable time frame, therefore all questionnaires were mailed to a list of 
volunteers selected by the co-ordinator of volunteers for return to a box placed at 
the venue at which participants undertake volunteer activity. Briefing included in 
a personal letter to all volunteers, and a follow up letter was sent. (Approximately 
50% return rate). 
Organisation 4: Questionnaires distributed by co-ordinator of volunteers to volunteers as 
they attended a series of monthly meetings in small groups. Briefing included in 
personal letter to all volunteers. (Approximately 90% return rate). 
Organisation 5: Attendance by researcher at an annual conference of volunteers with 
completed questionnaires to be returned either to box at venue of conference by 
end of conference or to co-ordinator of volunteers for collection by researcher. 
(Approximately 40% return rate.) 
Organisation 6: No regular meeting to be held, therefore mail out approach taken. 
Stamped return addressed envelopes included with personal briefing letter for 
each. (Approximately 60% return rate.) 
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Group Interviews 
In each organisation several volunteers were randomly selected from those who indicated 
willingness to participate in group interviews. In Organisations I, 3, and 4 these were 
conducted in the location at which the volunteers operate. In Organisation 6 these were 
conducted at the organisation's headquarters, and in Organisation 5 at the home of the 
researcher. Organisation 2 did not participate in this phase of the research. All group 
interviews were recorded with the consent of participants. 
Co-ordinator interviews 
These were conducted in the workplace of the co-ordinator in each organisation and were 
recorded with the consent of the participants. 
Workshops and seminars 
The workshops were held at Volunteering WA's premises. The first two were held as 
part ofNational Volunteer Week in May of 1999, and the third in September 1999 just 
prior to the completion of the research as a briefing to the Co-ordinators' Network which 
operates with the support of Volunteering WA. 
5.6.2 Instruments 
It was determined that there were no instruments currently in use which could fully 
capture the information required by this research, but that there were various sources 
which could be used to infonn the development of instruments - the literature, the 
foundation study and the various stages of the data collection process. Thus, the 
development of the questionnaires for the phase one of the data collection process relied 
on the information gathered at the time of the foundation study, on the literature relating 
to feedback research in the paid workforce, and on the literature on volunteers and 
volunteering. In addition, each stage of the data collection process informed the 
subsequent data collection in that organisation, and across organisations. Workshops 
were based on findings to date on each occasion. 
Questionnaires 
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The first instrument was a questionnaire to be completed by all the willing participants 
amongst the volunteers in each organisation. This was an anonymous questionnaire 
which sought limited demographic data, and consisted mainly of closed questions 
regarding the feedback environment and the perceived management of poor performance 
in the organisation. It was intended that the responses to the questionnaires would both 
inform the qualitative data gathering processes and provide a broader view of the 
situation in each organisation. 
This instrument was constructed with reference to the instrument used in the foundation 
study as well as material available on the various areas covered by the research. For 
examp1e the question on whether volunteers had been given details of their 
responsibilities sought data on letters and procedures manuals as well as duty statements. 
The question on supervisors sought to identify whether the supervisor was paid or unpaid 
as the foundation study responses were unclear in this regard (PauII, 1994). 
The question seeking data on the types of work perfonned by volunteers utilised the 
study conducted in the UK (Lynn & Davis Smith, 1992), but relied mainly on the ABS 
( 1996) categories of volunteer work. I terns rel a ting to the feedback environment drew on 
material on the job feedback envirorunent particularly the work of Herold and Parsons 
(1985) Herold, Liden and Leatherwood ( 1987), and Herold and Greller ( 1975; 1977). In 
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addition, the work of Smither, London, Vasilopoulos, Reilly, Millsap and Salvemini 
( 1995) and the work of Atwater, Roush, and Fischthal ( 1995) on upward feedback was 
consulted. The questionnaire was kept as short as possible to make its completion more 
attractive to potential respondents, and consequently only two of the five feedback 
sources identified by Herold, Li den and Leatherwood ( 1987) were directly canvassed 
with regard to the amount. utility, consistency and fairness of feedback: Supervisor and 
Co~worker. 
Key considerations in the development of the questionnaires for phase one were: length, 
potential respondents' varied abilities, layout, coding and analysis of data, and Scmitt and 
Kl imoski ref er to as ··response sty Jes" ( 1 991, p. 34 7) , the possi bi Ii ty that a respondent 
will answer positively to a set of questions after having only read the first and might thus 
indicate "agree" when the statement is the reverse of others in the set. 
Item and content validity was tested in the first instance by consultation with practitioners 
in the area of volunteering at Volunteering WA and with human resource management 
specialists at Edith Cowan University, School of Management. A draft version of the 
questionnaire was pretested on two small groups of volunteers at Volunteering WA. 
Amendments were made, particularly to questionnaire layout and response categories, to 
reduce ambiguity and confusion. These amendments were as a result of the comments 
received from participants in the pre~test, and because of the nature of some of the 
responses which indicated that questions might be unclear. In addition, the amount of 
demographic data collected was expanded based on discussions with volunteers. The 
demographic data sought was based on thr: ABS research to enable comparison of the 
sample to the overall population of volunteers. 
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A copy of the final questionnaire is included in Appendix A. 
Group Interview que~tions: 
Having surveyed volunteers as individuals the next stage was the conduct of group 
interviews. Schmitt and Klimoski ( 1991) identify that this is an efficient way of 
collecting data but the design and execution of group interviews can affect their success. 
For example larger groups restrict the amount of time an individual can speak, and 
groups who know each other well may be affected by the others in the group. Groups for 
this study were established based on the numbers of volunteers willing to participate with 
no group containing more than eight people. The interviewer tried to lessen the concern 
that private or inconsistent thoughts might not surface by using inconsistent responses, 
opinions and ideas from responses to the questionnaires in phase one for testing in the 
group interview in a non-attributable manner. 
The set of questions for the group interviews was developed based on the questionnaire 
responses. Some aspects of these were tailored to suit particular organisations -
especially where there appeared to be differing opinions on some matters (such as 
whether feedback is available), but the majority of questions were common to all 
organisations to enable comparison. 
In accordance with advice from Knodel (1993) and others (Krueger, 1993: Leary, 1995; 
Schmitt & Klimoski, 1991 ; Seidman, 1991 ) a set of discussion group guide! i nes were 
established and discussed with participants, after which a series of topics or themes was 
explored. Questions posed included some specific questions but were largely open 
questions designed to have the group interact with each other to explore the topics raised. 
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Towards the end of the group inten•iews some of the preliminary findings from tht· 
questionnaires were shared to elicit resronscs from the group. At the concluding stages 
u f the i nten•iew participants we re in vi tcd to rai sc any re lated issues which they lei t had 
not been adequately explored. This provoked discussion in some groups and not in 
others. The standard questions for each interview arc includPJ m Appendix 8. 
Co-ordinator interview questions 
The remaining instrument was a set of intc1vicw guides for semi-structured interviews 
conducted with the co-ordinatnr ur manager of volunteers in each organisation. Both 
closed and open questions with scope to pursue areas of interest were employed. The 
framework for each interview was largely the same, with a small amount of organisation 
specific information raised by the inten'iewer for comment by the inten'iewce. Themes 
based on the data collected in each organisation and earlier material from the broader 
investigative process to date were incorporated into each interview. At the conclusion of 
each interview the opportunity to explore any issue which the participant felt had not 
been adequately explored was offered. and this was taken up by all particii: nts with 
regard to va.rying topics. 
The standard questions developed for these interviews are included in Appendix B. 
Workshops and Seminars 
In addition to the original workshop held in 1994 to discuss the findings of the foundation 
study (Co-ordinators' Network September 1994), two workshops (National Volunteer 
Week Workshops 1 and 2) and a seminar (Co-ordinators' Network September 1999) were 
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conducted to hroadcn lhc scope of the study and to reduce the possibility that !he findings 
from the research would he loo organisation specific. 
The two workshops conducted in National Volunteer Weck were part of the programme 
of events ofiered by Volunteering WA (National Volunteer Weck Workshops 1 and 2). 
The workshops offered the opportunity to test some of 1hc preliminary findings and 
explore related issues with a group of people from within and outside the participant 
agencies. A similar approach was taken at each of the two workshops with the direction 
and interest in particular topics dictating the emphasis at each. The workshop outline, on 
which both workshops were based, is included at Appendix B. 
Following the development of the first draft of the overall findings of this research a 
seminar was held for the Co-ordinators' Network (September 1999). This seminar was 
open to all members of the Co-ordinators' Network, which operates under the auspices of 
Volunteering Western Australia, and apart from the usual reminders to members of the 
Network, specific invitations were sent to the various Co-ordinators from participant 
agencies. As this was the forum in which the research topic was initially identified, it 
was a suitable venue for exploration of the findings. A number of issues were explored 
in more depth by the participants in this seminar. An outline of this seminar is included 
in Appendix B. 
5. 7 Data Analysis and Synthesis of Findings 
5.7.1 Data Analysis 
The process of data analysis followed the pattern suggested by Eisenhardt ( 1989) of intra-
case analysis followed by cross case analysis. This served two purposes, the first being 
to allow the researcher to provide participant organisations the specific findings about 
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their own situation, and the second to allow the variability of data across organisations to 
be to examined. 
Step one involved a within case analysis for each organisation. "The overall idea is to 
become intimately familiar with each case as a stand alone entity .... [to allow] unique 
patterns to emerge" before patterns are generalised across cases (Eisenhardt, 1989, p. 
540). Both the quantitative and qualitative data was used for this analysis. Step two 
involved searching for cross case patterns and compiling a composite picture of the 
overall data. 
The final stage is an additional stage to those suggested by Eisenhardt, and involved the 
incorporation the data obtained from the workshops into the study. This stage served to 
further examine the data gathered in the research process and to increase the potential 
generalisability of findings. 
Tools 
Quantitative questionnaire data was coded and entered in to SPSS Version 8 for 
Windows for analysis. Those responses recorded on Likert scales were examined as 
descriptive statistics and then correlations conducted to examine both internal validity 
and reliability of findings as well as relationships between variables. This was a mainly 
descriptive analysis with inferential statistics used to examine the significance of some of 
the findings. Qualitative data was collected from the questionnaires in the form of 
comments and qualifications made by participants in the completion of the 
questionnaires. These data were included in the qualitative data analysis. 
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All group interviews, intcrvlews, workshops and seminars were audio recorded and 
transcribed with the written consent of participants. Transcripts of interviews and 
workshops, field notes and free response data from questionnaires were coded and 
analysed using NUD*IST version 4 for Windows. In order to reduce the possibility of 
predetermined categories limiting the findings of the research all data was coded into free 
nodes and then the different nodes grouped and merged after the original 74 free response 
nodes had been created. 
5. 8 Limitations 
Several limitations were identified with the study. These include matters associated with 
the participants, the study design, methods of data collection and the researcher. 
5.8.1 Participants 
The size of the study, the age and size of participant agencies, their membership of the 
Volunteering WA, and the effect of the foundation study are all factors which may 
influence the findings of the study. As this is exploratory research these factors were not 
considered to be major obstacles. 
In accordance with the agreement reached with Volunteering Western Australia and 
participant organisations, no individual participant or organisation was to be named but it 
was made clear to participants that some of the findings may allow others familiar with 
the organisation to identify both the organisation and the people involved. This 
possibility was included in all consent forms and statements of disclosure signed by 
participants (included in Appendix C). This possibility may have caused some 
participants to decline to participate, or may have influenced some of their responses. 
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5.8.2 Study Design 
This study was based on reported not observed data. In some organisations, 
circumstances may have altered in the intervening period between the qucstionnairt's 
being completed and the interviews being conducted. The heightened awareness of 
participants on all aspects of the feedback environment following their briefing could also 
have influenced responses. 
Methods of Data Collection 
The survey instrument was lengthy and whilst there are varying views on whether 
questionnaire length influences response rate (Cooper & Emory, 1995, p. 283 ), it is 
possible that this was a factor in determining response rates. 
Interviewer skills are considered to be a major factor in the quality of interviews as a 
process of data collection (Krueger, 1993, p. 73), and it therefore should be noted that 
whilst the interviewer is trained in interview techniques associated with selectio'l 
interviewing, with grievance handling and with group facilitation for training purposes, 
she was not specifically trained in moderation of group interviews for data gathering for 
research. 
5.8.3 Assumptions 
Assumptions about the area to be studied may have some bearing on the findings. It was 
assumed that volunteering is beneficial and necessary to the community. It is also 
assumed that arguments that management theories are likely to work with volunteers are 
valid. This assumption is based on the assertions by such well known authors as Handy 
(1988) and Drucker (1989; 1990). This issue was considered in the literature review, 
arose during data collection and is considered again in the discussion in Chapter 6. 
5.9 Ethical Considerations 
Any study involving human subjects requires the approval of the University Ethics 
Committee. which wus granted on the basis of the research proposal. 
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All participants were consulted and briefed about their role in this study prior to their 
participation. Assurances were given to all participants regarding confidentiality as far as 
this was possible. As stated previously. the possibility that some of the findings may 
allow others familiar with the organisation to identify both the organisation and the 
people involved despite anonymity being maintained, was made clear to all intending 
participants. This was included in all consent fonns and statements of disclosure which 
were signed by participants in all of the six participant organisations and by workshop 
participants as well. 
A briefing was conducted with representatives of Volunteering Western Australia to 
allow them to answer queries and concerns expressed by participants, and they were kept 
apprised of progress. 
A copy of the statement of disclosure and informed consent is included at Appendix C. 
5.10 Conclusion 
This chapter has detailed the approach taken in this study and demonstrated that this 
approach is a valid tool in the investigation of the chosen topic. It has outlined the 
limitations to the study. the asswnptions made and the measures undertaken to ensure that 
an ethical approach was taken to data collection. The findings from this process include 
some observations of the recurring themes and issues which have arisen across the 
various organisations. The multi-phase approach adopted consisted of a broad 
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preliminary study to provide a foundation and develop a specific focus, which was 
followed by an in depth study utilising both quantilativc and qualitative methods. This 
has allowed the dcveluprncnl of a framework designed to infonn practice about specific 
aspects of the chosen topic. aid future research and stimulate debate about the application 
of management theory in the management of volunteers. 
. ·. ' .. 
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CHAPTER 6: RESEARCH FINDINGS 
6.1 Introduction 
Th is c Im ptcr <l iscusscs of the major rcsearc h findings. Pro fi !cs of the organ i sati ans 
studied. and the respondents to the questionnaires, arc followed by discussion of the data 
gathered in the questionnaires, group interviews, interviews and workshops. 
The data gathering process was a thrceMphasc process influenced by the work of 
Eisenhardt (1989). This process involved gathering quantitative data using 
questionnaires. followed by qualitative data gathering using group interviews of 
volunteers and interviews with co-ordinators. The use of workshops and seminars to 
supplement this data gathering process has enabled preliminary findings to be discussed 
with participants and outsiders. This data gathering process was discussed i1. more detail 
in Chapter 5. The recurring themes and issues arising from the data gathering processes 
are detailed in this chapter. 
Chapter 6 provides a brief description of the organisations and the volunteers who 
participated in the in-depth study. These profiles demonstrate how the participants 
compare to the pmticipant organisations in the foundation study, and to the ABS data on 
volunteers and volunteering in Australia in general. 
The findings of this study are presented as key themes and issues under six major 
headings. A discussion of the findings in relation to the concept of umanaging" 
volunteers is followed by a summary of the findings on what was seen to constitute poor 
perfonnance. These two areas set the scene for the findings on the HR processes, 
including feedback which relate to the management of the performance of volunteers . 
- ... ··,· '· .... -
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The section on the importance of the feedback environment and organisational culture is 
considered to be central to the findings of this study. Each of these key areas is 
supported by excerpts from taped interviews, workshops and scminurs, and by data from 
the questionnaires where appropriate, and compared with the literature reviewed in 
Chapter 2. 
In the interests of maintaining the confidentiality and anonymity agreements made with 
participants only limited identifying information is offered. The key to the primary 
sources cited is presented as References to Primary Sources after Chapter 7. 
All material quoted from primary sources is cited according to the list of primary sources 
at the end of this thesis. Much of the identifying detail has been removed but is held by 
the researcher in the event that it needs to be verified or further pursued. The primary 
data comes from: 
)> The original workshop conducted to discuss the findings of the foundation study with 
the Co-ordinators' Network in September of 1994 (cited as Co-ordinators' Network 
September 1994); 
)> Free response data from the questionnaires completed by volunteers in each of the six 
participant agencies (cited as Free Response I - Free Response 6); 
)> The group interviews conducted with a small group of volunteers in each of the 5 
remaining agencies after the withdrawal of Organisation 2 ( cited as Group I to Group 
6); 
)- Interviews with the co-ordinator or manager of volunteers in each of the remaining 5 
agencies ( cited as Interview 1 to Interview 6); 
)- The workshops to test out preliminary and progress findings with a wider group held 
in National Volunteer Week in May of 1999 (cited at NVW Workshop I and NVW 
Workshop 2); and 
)> With the Co-ordinators' Network which meets under the auspices of Volunteering 
Western Australia (Co-ordinators' Network September 99). 
I 2 I 
6. 2 Profiles 
6.2.1. Organisations 
Confidentiality and anonymity provisions used in the statements of disclo!ciurc and 
infom1cd consent (included at Appendix C) limit the amount of detail which can he 
revealed on a case by case basis but a brief profile of each organisation is offered here to 
enhance later discussion. 
Organisation 1 
Organisation I is a semi-autonomous branch of a government organisation whose 
primary responsibility is related to the environment. This organisation had nearly 70 
volunteers in early May of 1999. The co-ordinator of volunteers is a paid officer in this 
organisation whose duty statement does not identify the role of co-ordinator or manager 
of volunteers amongst the duties. 
Organisation 2 
Organisation 2 is a very small branch of a small organisation which is an incorporated 
body whose primary responsibilities lie in the area of family services. The organisation 
had a fluctuating volunteer population which meant that data gathering in this 
organisation proved problematic. The co-ordinator of volunteers in this organisation 
occupies a paid part-time position, and receives some assistance from head office in 
Perth. The branch is located in a regional area not far from Perth. 
Organisation 3 
Organisation 3 is an incorporated body, non profit and non-government organisation, 
whose services are in the area of disability services. The organisation has been in 
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existence for many years. It has undergone a change in philosophy in recent times with 
the focus changing from institutionalised care to community cure for its clients. ·rhe 
volunteer population is rclntivcly st;.1ble with about 60 volunteers on its books. The 
position of co-ordinator of volunteer services is a paid part time position. The hours per 
week for this position were increased during the time of this study. A large proportion of 
the funds to operate this organisation are obtained from government with the remainder 
corning from fund raising. 
Organisation 4 
Organisation 4 is an incorporated body whose services are in the area of disability 
services. A nonprofit, non-government organisation, it provides services to members and 
their families, and in contrast to Organisation 3, a large proportion of its funds are 
obtained from fund raising. The position of volunteer co-ordinator is a paid position and 
the occupant worked 4 days per week at the time of data collection. The number of hours 
has since been reduced. The number of volunteers on the books varies, but can be as 
high as 160 volunteers. 
Organisation 5 
Organisation 5 is a government department whose responsibilities fall into an area which 
can be classified as environment related, and the area in which volunteers are utilised is 
related to recreation, industry and conservation. The organisation has volunteers all over 
the state, but the volunteer programme under investigation operates in the Metropolitan 
are~ of Perth and currently has about 60 volunteers. The volunteer co-ordinator's 
position is a paid full time position with 50% of duties relating to volunteer co-
ordination. and the other 50% heing in one of lhl! areas in which voluntl!crs work -
education. 
Organisation 6 
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Organisation 6 is a \VA brnnc h of an Australian organisation which is part of a wor Id 
wide body. The full time paid position of volunteer development officer has been in 
existence for approximately twelve months. The funding source for this organisation is 
fundraising, with some government contribution. The primary function of the local 
organisation is to create awareness and raise funds for the efforts of the organisation in 
third world countries. The population of volunteers is difficult to determine as there arc 
up to 200 on the mailing list with approximately 50 in regular contact with the 
organisation. 
6.2.2 Volunteer Profiles 
Demographic Profile 
Eighty seven volunteers responded to the 160 questionnaires distributed in the six 
organisations. Two of the completed questionnaires were discarded due to having less 
than 50% of the questions answered. There were six which had some sections which had 
not been completed but these were left in the study with incomplete questions being 
coded as missing data. A number of other questionnaires had individual questions with 
missing data. 
Tables setting out the demographic data which were obtained from the questionnaires and 
which is discussed below are to be found in Appendix D. 
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Ge11cler 
Of the 77 respondents who indicated their gender. 53 \Vere female and 24 male (females 
62.4%. males 28.2%~ missing 9.4%). Data collected in I 995 on participation rates in WA 
indicated that women were more likely to have hccn involved in volunteer work than 
men. and that a greater percentage of those volunteering are female (55%) (Roscnbcrg-
Russcll. I 995, p. 7). This is a more even gender balance than in the present study. The 
imbalance in this sample is likely to be related to the fact that no sporting groups or 
emergency services groups \\'ere included in the sample as statistics show a higher 
participation of males in these two areas (Rosenberg-Russell, 1995). 
Age 
No respondents were aged under 18 years, and only two were over 75 years of age. The 
distribution of respondents in the other age groups was relatively even. The 35-44 year 
old age group is under-represented and the over 65 age group is over-represented in this 
study when compared with the ABS Voluntary Work Survey data from June 1995 (refer 
Table 6.1 below). 
Table 6.1: Percentage comparison of age groups: Volunteers in Western Australia 
Age Group Current study ABS data* 
15-24 11% 
18-24 14.1% 
25-34 14.1% 18% 
35-44 11.8% 29% 
45-54 18.8% 20% 
55-64 15.3% 11% 
65 tO 74 21.2% 11% 
75 and over 2.4% (Not separated) 
(* Source: Rosenberg-Russe/I, /995, p. 8). 
language 
Ninety percent of respondents indicated that they came from an English speaking 
background (Table D 13, Appendix D), and Organisations 1 and 5 had no respondents 
from a non-English speaking background (Tahlc Dl4). In a rcccnl Adelaide s1udy 
conducted hy Baum ct al. ( 1999) people from English speaking hackgrounds reported 
in,·olvcmcnt in ,·oluntccr activity more than thc,se from a non-English speaking 
background. Volunteer levels in ethnic groups is a largely uncxpolorcd issue in 
Australian volunteering research. 
Edumtion len•ls 
Analysis of ABS data on educational attuinment of volunteer in WA by Rosenburg-
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Russell ( 1995. p. 13) indicates that "people with higher level qualifications arc more 
likely to be involved in the provision of voluntary work." In this study almost 25% of the 
volunteers hold a higher degree or bachelors degree, and only 5% did not complete their 
secondary schooling. 
Current employment status 
According to the ABS data (Rosenberg-Russel I, 1995, p. I 0) 69% of volunteers in 
Western Australia in 1995 were also in the paid work force, with an additional 3% 
indicating that they were unemployed. Twenty-eight percent were not in the labour 
force. In the study population, of the 80 who provided data about their employment 
status, 10 (12.5%) were unemployed not seeking work, 31 (33%) were retired and 7 (9%) 
were students, although most of the students were also in the paid workforce in some 
capacity. A lower percentage (34%) of the volunteers who completed the questionnaires 
were also participants in the paid workforce. As with the age category. this is likely to be 
partly due to the nature of the participant organisations. 
Occupational group 
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ABS data indicates that professionals and managers arc more likely to volunteer than 
nmchinc operators and l;ibourers (ABS, 1996} with volunteer rates of around 30% and 
under 15% rcspccti\'cly. Twenty seven out of the 75 who provided data on this question 
indicated that they have a professional background. whilst an additional 6 indicated a 
managerial or ad min istrat i vc background. 0 f those who did not sci cct any of the 
categories offered, self employed or family business was the most frequent response. 
Volunteer Service Profile 
In addition to the demographic profile of volunteers a profile of the service of the 
volunteers has also been developed. 
Duties undertaken 
Of the 85 respondents to the questionnaires 60 placed their duties in priority order: 
Eleven indicated that their primary role is fundraising, eight that they had a 
administrative or clerical role, six that they were primarily involved in befriending, 
supporting or counselling and five that their role was related to protecting the 
environment. 
In addition, of the 85 respondents, 23 indicated that at some time their duties included 
fundraising, 19 that it involved administrative or clerical work, and 11 that they were 
involved in befriending, supportive listening or counselling. Of the categories offered for 
the respondents to indicate the nature of their primary duties, only representing clients. 
perfonning/media production, emergency services and guiding/tours were not selected by 
any of the respondents. Discussions with the volunteers indicated that some element of 
representing clients may come into the befriending or supporting role taken by 
volunteers, and also that at least one volunteer had been involved in set making and 
·. f. 
127 
costume making for a theatrical production with the clients. As with these two categories 
of vohmtecr activity. emergency services and guiding/tours arc not primary roles 
undertaken by the organisations canvassed. 
ABS data indicates that in WA in 1995 fundraising was the most prevalent form of 
voluntary work with 45% of the volunteer population involved. This was closely 
followed by management and committee work at 43%. A comparison of the duties 
undertaken by the volunteers in this sample is included in Appendix D at Table D 15. 
Length of all volunteer service 
Respondents indicated that their volunteer service ranged from under one year to over ten 
years. The smallest group was in the six to ten year of service group. ABS data on this 
aspect was not readily available, and no comparative data was collected in the foundation 
study. 
Length of volllllteer service with participant organisation 
In Organisation 2 there did not appear to be any respondents who had performed 
volunteer work in other organisations as the information for length of service in this 
organisation was exactly the same as for length of service for all organisations. No 
volunteer had service in excess of two years. 
In all the other organisations the greatest concentration of volunteers was in the two to six 
years of service group. ABS data indicates that the greatest concentration of volunteers is 
to be found in the ten years or more category (28.3%) closely followed by the cue to 
three years category (27.5%), however variations between the categories are not large and 
approximately one quarter of volunteers surveyed by ABS fell into each of the length of 
service for organisation categories (ABS, 1996, p. 16). Comparison of the data in the 
current study to the foundation study indicated that the two largest groups were 6· l 0 
years service and 2·6 years service. 
Time spent 011 all volunteer work 
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ABS data indicates that the median hours of voluntary work tend to increase steadily with 
age {ABS, 1996, p. 5). ABS data on hours worked is expressed in hours worked over the 
preceding 12 months. In this study the median time spent on all volunteer work was from 
4-8 hours per week, with two respondents indicating that they spent over 25 hours per 
week on their volunteer work. The trend is not as clear in this sample, but there is a 
tendency for those who spend larger amounts of time volunteering to be from older age 
groups. 
Time spent on volunteer work in participant organisation 
Most volunteers indicated that they spent 2-4 hours per week in the participant 
organisation, with the next greatest concentration being in the 4-8 hours per week group. 
One respondent indicated occasional, irregular contact indicating that the response 
options provided on the questionnaire did not seek information relevant to their situation. 
The average time spent in each organisation varied quite considerably between 
organisations with all respondents in Organisation 2 indicating that they volunteered for 
2-4 hours per week, and the two offering in excess of 25 hours per week both coming 
from Organisation 3 (refer Table 6.2 below). 
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Table 6.2 Average time per week spent volunteering in participant organisation 
Hours per week Or2anisalion Number 
I 2 3 4 5 6 
-
less than 2 I I 4 13 19 
2-4 3 6 5 4 5 2 25 
4-8 6 4 8 2 4 24 
8-16 I I 9 I 12 
16-25 I I 
over 25 2 2 
Occasional/irrc2u tar I I 
Total 12 6 13 21 11 21 84 
6.2.3 Analysis of the Profile 
This profile of the organisations and volunteers studied has shown the extent to which 
they can be considered to be representative of many organisations and their volunteers. 
The generalisability of the findings will be limited somewhat by the sample, but the 
efforts to seek feedback on findings in workshops and seminars has served to increase the 
generalisability of the results. 
The remainder of this chapter discusses the findings of the research in accordance with 
the key themes and issues identified by the study and relates these back to the Foundation 
Study and the literature. 
6.3 "Management" of Volunteers 
In the workshops the issue of whether management principles can, or should, be applied 
to volunteers was actively pursued, and in some of the group and individual interviews it 
came up in discussion. Participants in the workshops were not in agreement. The 
general view appeared to be that to import management principles from the paid 
workforce was not appropriate, but that there were many similarities between managing 
paid staff and managing volunteers. It was observed that the nuances of the volunteer -
. . - ·::,:. 
organisation relationship arc subtle and should be recognised by those who manage 
volunteers. 
··can I suggest that I really do believe that volunteers should be 
managed, but absolutely not in the way that you manage a paid work 
force. They need to be, because it such a delicate issue about being 
and not being paid, they really do need managing, but you have to 
look at a totally different style of management so they never feel 
"look why am I going to this, I am not getting paid, why do I have to 
listen to this and other things". It has to be done in such a delicate 
way that they actually say that they don't feel managed but they have 
got the support. Because otherwise you will have people going away 
in droves, .... "(NVW Workshop 1). 
The general discussion in such debates was that a situational or contingency approach 
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must apply, that issues such as the type of work being done by the volunteers (NVW 
Workshop 1), the accountability of the organisation and the volunteers (NVW Workshop 
1), and the motivations of the volunteers for undertaking volunteer work have a role to 
play in the benefits or otherwise to be gained from "managing" volunteers. There were 
those who argued that employees should be managed as if they were volunteers: 
"Everybody is entitled to the same respect, the same courtesy, the 
same management principles." (NVW Workshop 1). 
There are also those who feel that more can be asked of staff: 
"I expect more of the staff because they are paid for it, I mean ... in 
sort of a general view. The volunteers are coming in out of the 
goodness of their own heart, they are not being remunerated .... but ... 
the management of them has to be, you know, to do with perfonnance 
evaluation and things, has to be more delicate." (NVW Workshop 1). 
Discussion on this topic seemed to follow the line that volunteer expectations about 
having their time used in an efficient and effective manner had increased in recent years, 
that the nature of volunteering and the unpaid status of volunteers conferred a greater 
need for care in the management of volunteers, but that many of the processes used in 
managing paid staff could be adapted for volunteer management. This is borne out by the 
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prescriptive practitioner material available for managers of volunteers (e.g. Adironack, 
l 989; Donovan & Jackson, 1991; Drucker, 1990; Fletcher, 1987). 
Volunteers who expressed dissatisfaction did not refer to increased bureaucracy or being 
mannged like paid employees, instead they referred to issues such as a lack of follow up 
when procedures or rules had been breached by other volunteers, or to giving up their 
own time to volunteer only to find that there was insufficient work for them to do 
(Groups 4 and 5). 
The literature canvassed in Chapter 2 and the co-ordinators and managers of volunteers 
who participated in the case studies and workshops agree that there is much that is known 
about how people beh.:vc in organisations that can be applied in the management of 
volunteers. It is also clc:ar, however, that the wholesale application of the theories 
developed for the management of paid employees is neither appropriate nor practical. 
This study illustrates that practitioners in the field of volunteering are in no doubt that the 
demands placed on organisations to account for their activities and to take responsibility 
for the actions of their volunteers, coupled with the increasing demands on the volunteer 
pool and greater reliance on volunteers in many fields, requires that volunteers and 
volunteer activities need to be managed in an effective and efficient manner. 
Practitioners and volunteers seem to be of the opinion that there is, however, something 
extra that is needed in the management of volunteers. Practitioners found that the 
absence of the employment contract, and the volunteers' reasons for volunteering play a 
vital role in the volunteer/organisation relationship. Hedley ( 1992, p. 115) has concluded 
that "managing volunteers is, in many cases, more difficult, and requires more skill, than 
managing paid staff'. These difficulties stem from the factor identified by Hedley and 
··:·.,·,···: 
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also by Colomy, Chen and Andrews ( 1987, p. 24) that "volunteers expect their non 
employee status to be recognised and their personal needs to be met, whilst at the same 
time demanding well organised, clearly defined, well supported and supervised work." 
The volunteer managers and co-ordinators at the Co-Ordinators' Network Seminar 
(September 1999) agreed with participants at the National Volunteer Week Workshops (I 
and 2) that the management of volunteers requires a special kind of "nurturing" approach 
peculiar to the volunteer/organisation relationship, a philosophy not unlike that of authors 
such as Mason ( 1984) and Darlington (l 992). These authors cautioned against the 
wholesale import of management theory at the expense of the qualities which make 
volunteering special. 
Recent research, published as this study was being concluded, complements these views. 
The work of Fanner and Fedor ( 1999) in determining the role the "psychological 
contract" plays in the participation and withdrawal rates of volunteers concluded that 
"Volunteers participate more and intend to stay longer if administrators create and 
nurture a truly supportive, two-way relationship between the voluntary organization and 
the volunteer" (p. 366). This concept of nurturing the two way relationship is strongly 
linked to organisational culture and the psychological contract discussed later in section 
6.7.4. 
6;4 What Constitutes a Performance Problem? 
6.4.1 A Matter of Perception 
. Several themes ran through the identification of performance problems, the most 
important is perhaps the perception of what constitutes a "problem". Both volunteers 
• arid co~ordinators identified that performance difficulties can relate to people who who 
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need support and encouragement as they arc new to the organisation or to particular 
duties. Largely, however, this was not seen as a performance problem per se, merely as 
the need to assist someone who may need help with umJcrstanding a process or function 
and who might need to he shown what to do. Performance problems identified included: 
absence without contact, tardiness, failure to pass on information, breach of 
confidentiality and conflict with staff or clients. 
Volunteers were varied in their views as to whether declining perfonnance of a feJJow 
volunteer was any concern of theirs - with opinions ranging from it not being the role of 
other volunteers (Group l) to there being a team and all volunteers should help each other 
out (Group 3) and "something needs to be done" (Group 4). 
Volunteer respondents over the whole study only identified a small number of 
perfonnance problems. Volunteers from the Organisation 3 group interview offered the 
following when asked about whether they know what happens when a volunteer is not 
performing to the standard required by the organisation: 
"No! It is kind of ... because they don't want to do what needs to be 
done, after a while they just disappear and somebody else comes in. 
[new speaker] So unless they are really a committed type of volunteer, 
then they are not going to last." (Group 3) 
Organisation 4 volunteers indicated that in one area of their organisation making too 
much noise and talking too loudly is considered to be undesirable. They agreed that this 
was not really acceptable but offered differing responses about the manner in which this 
was handled (Group 4). The manner of handling performance problems is discussed 
under the heading of constructive and negative feedback in Section 6.6.2. 
Organisation 5 volunteers indicated that on occasions some volunteers do not adopt the 
deineanour and approach that is suitable for their role and that the actions of these few 
,, ',•,', 
e ' ._/:Ji~ . -: . . . : . 
. · .. ·.: 
•• • .... :: ··- • ... • . : : _.-_ ·,_ ·_,--._.=·-~.:., ' : ; _ _... • • 
.· .. -: ··:" .. 
. ·' ·~· . . : . 
, ' .. 
134 
can have repercussions for the image of all the volunteers in the organisation. Similarly 
they identified a varying level of activity and commitment amongst volunteers which can 
mean that the service offered can be adversely affected (Group 5). 
In the main, however, performance problems were largely identified by the co-ordinators 
rather than the volunteers and the key problems raised are discussed below. 
6.4.2 Communication problems and personality 11clashes" 
In the workshop where the research issue was initially identified, the discussion of 
perfonnance problems included personality clashes and communication problems 
including the inability of staff to approach a volunteer, perhaps because of the potential 
reactions such as anger, violence or depression (Co-ordinators' Network September 
1994). There was also discussion of differing perceptions between supervisor and 
volunteer about perfonnance standards, perhaps partly due to the personalities of the 
volunteer and the supervisor and partly due to the personal situation of the volunteer 
about which the organisation was unaware (Co-ordinators' Network September 1994). 
Volunteers who do not see the organisation being operated in the way they feel it ought to 
be, may have clashes with staff, and this may be due to several factors including a lack of 
understanding of the processes involved, or of the culture of the organisation. Where this 
problem is encountered with a dual role volunteer, who also makes major financial 
contributions to the organisation, it is a delicate matter for the volunteer co-ordinator 
(Interview 6). Dual role volunteers are discussed in Section 6.8. I. 
6.4.3 Inappropriate behaviour 
The most common performance problem identified by this study is behaviour of the 
person volunteering that is considered to be inappropriate or unacceptable by the 
organisation. 
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In one organisation inappropriate volunteer behaviour can have ramifications for the 
whole volunteer programme in that there is a definite line between the role and 
responsibi lilies of the vol untcers and the role and responsi bilitics of the paid staff who 
operate in a similar area. The attitude and demeanour of the volunteers must always be 
of support. encouragement. education and research, wh i I st paid staff ha vc roles which 
include enforcement of rules. It is made clear to all volunteers that they are not to stray 
into the role of the paid staff, but on occasions this occurs (Interview 5; Group 5). This 
might occur due to inadequate screening during the selection process. It might also be 
indicative of a change in the personal circumstances of the volunteer, increasing 
frustration with the volunteer role, or some other factors not identified. The briefing and 
training process is apparently sufficient that most volunteers are able to maintain the 
distance between their role and that of the paid staff. 
In other organisations inappropriate behaviour might be due to health problems, and in 
one instance this might have been indicative of a psychiatric problem: 
"I also have a problem at the moment with a particular volunteer who 
hasn't declared that she has a psychiatric problem. I have the 
management on one hand saying 'get rid of her, get rid of her', and I 
am trying to look after her needs as well because we are obviously a 
life line to her and she worked for [another organisation] before and 
she is producing pieces of paper about the torture they used at [that 
organisation], and how they filled the oxygen bottles with some gas, 
and it is really quite urnmm .... 
. . .. but she does what she is required, I haven't got her with any 
[clients], she does a task of filing and things like that, but her 
behaviour recently has become very bizarre recently like standing 
looking out the window clicking a pen for 4 hours has just been 
reported to me ..... she went into a psychotic state at work one day 
and ... 
I have people say 'she is a crack pot, get rid of her, you know"' 
(NVW Workshop 1). 
. :, _:< ' 
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Other examples may reflect inadequate screening or briefing. An example of inadequate 
briefing can be as simple as a volunteer handing out "how to vote'' cards for other 
organisations as well as her own (NVW Workshop I} or as serious as: 
•• a volunteer in a youth centre who is, I mean some examples arc, 
dealing drugs, or and that is a very extreme example, but, or having 
some racial overtones, so their own values arc not working, that 
sometimes it is not obvious to detect at first sight, it can have huge 
ramifications." (NVW workshop I). 
Inappropriate behaviour can involve criminal activity: 
.. . . . it is a very interesting area. One of the clients that I take 
shopping each week, is absolutely emphatic that he doesn't give any 
money unless you give him a receipt on the spot, which is I suppose is 
what you should do, because he had a [name of organisation deleted] 
person coming for 2 years, and an investigator came around one day 
and said we are investigating so and so for 300 people she had been 
seeing over 3 years, because she was giving people receipts but it was 
her own receipt book and never got to [the organisationJ, and 
eventually she was caught." (NVW workshop 1). 
One of the issues associated with dealing with inappropriate behaviour, especially where 
the behaviour may stem from a personal problem or even from a psychiatric problem, is 
that the co-ordinator of volunteers is often left to handle the problem, despite the 
identification of the problem coming from someone else in the organisation. This is 
considered later in the discussion of the supervision of volunteers (Section 6. 7.2). 
6.4.4 Declining performance due to age 
The decline ofperfonnance associated with age was an issue which arose frequently in 
discussions. In one of the workshops the issue was raised of a volunteer who was no 
longer capable of driving a bus but who insisted on continuing to be the driver for nursing 
home excursions. His increasing inability to drive safely posed problems for the co-
ordinator of volunteers, including the safety of his elderly passengers (NVW Workshop 
1) . 
The decline of performance due to the age of the volunteers can also inuease the 
workload for the co-ordinator: 
"And as they are getting older they can't push the wheelchairs any 
more because they arc getting older, ... they want to do the same 
things but they nre getting too old and I am spending more time 
looking after them than the people in the wheelchairs." (NVW 
Workshop 1 ). 
Volunteers who are not in the situation themselves may recognise this problem 
sufficiently to discuss it with their family: 
"It is quite valid. My wife ... , is a volunteer at another organisation, 
and the old bloke there is doing [identifying word deleted] research, 
and he is very, very learned but he now has Alzheimer's or something 
so it doesn't really matter. We were only saying the other day, how in 
the heck are they going to get on because he probably doesn't even 
realise." (Group 3). 
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Organisations, however, don't seem to have the answers to this issue although some are 
considering some alternatives. On the one hand, there is the concern for the volunteers 
themselves for whom volunteer work is a social support mechanism, which offers them 
the opportunity to feel that they are contributing and keeping active; 
"these people are elderly and it could be even more shattering when 
you say 'look your time is up"' (Interview 1 ). 
but on the other hand, there are safety, accuracy, accountability, productivity and cost 
factors which to be taken into consideration by the organisation. 
Organisations are grappling with this issue for insurance reasons as well. Some 
organisations report that they are unable to offer ·volunteer insurance cover for volunteers 
over a certain age (Co-ordinators' Network September 1999). The possible approaches 
considered by organisations include offering "life membership" status and retirement 
(Co-Ordinators' Network September 1999). One organisation is looking at the possibility 
ofreassigrunent and how this might be achieved: 
:-_. ; =-- .. -:· 
·~we don't [retire volunteers] and I think this is a mistake. I think that 
one of the issues that I would like to address within the next couple of 
years is the introduction of new job descriptions for all volunteers and 
that all volunteers volunteer at the end of the year and if they want to 
they can reapply .... for the same area of work. or they can reapply for 
another area which gives them an opportunity to retire entirely from 
the [identifying word deleted] if they so wish, gracefully. If they wish 
to retire from thn.t department and move on to another department, 
gracefully ..... it also gives us the opportunity to retire volunteers that 
we don't feel are appropriate to the organisation. That is we don't 
retire them at the moment, but I do feel it is a necessity." (Interview 
4). 
Others, however, have not had to contend with any serious consequences from ageing 
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volunteers, having been able to rely on volunteers withdrawing during times of ill health 
or infirmity, and having volunteers in their late 80s who are still offering valuable service 
to the organisation when they are able (Interview 6). 
Sometimes, too, even an apparently impersonal and objective approach can still not be 
entirely satisfactory. For example, in the case of drivers, the requirement for an RAC test 
on a regular basis to ensure drivers are still capable is operating in one organisation. 
"You need to say that to drive a vehicle you must have at least a B 
class rating in the RAC test, that makes it objective. The person 
might fail the first time and find that he has to do this, this and this he 
goes away learns it and practises it and then gets his B rating, he has 
achieved something and you are satisfied that he has achieved the 
standard. When you get criticism from the CEO or other staff who 
say that this person shouldn't be behind the wheel, well you say ~the 
RAC says he should, so why not',".(NVW Workshop 1). 
Issues which arise out of such a system include that if the problem is declining 
performance, the frequency of the test might need to be increased and when someone 
observes that a driver should no longer be behind the wheel, perhaps it is time to send 
them for another test. Individuals who are already defensive and afraid of declining 
· p¢rfo:nnance, however, may not respond well to such an arrangement. 
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There is limited material in the literature which suggests that the decline of performance 
due to age related factors is u problem being experienced in other organisations. Cook 
( 1992) suggests that co-ordinators and managers of volunteers must "face reality" when 
age dictates that service is no longer possible, and deal with the matter with as much tact 
rmd dignity as can be mustered. This issue is going to become increasingly important 
with the ageing population, especially with promotion of the beneficial effects of 
volunteering as an activity to follow retirement (e.g. Caro & Bass, 1997; Wheeler, Gorey, 
& Greenblatt, 1998). 
6.4.5 Declining performance due to illness 
Age is not the only factor which may cause declining perfonnance. Mental and physical 
illness may also cause declining perfonnance, and this, too, poses problems for the 
organisation if the volunteer canr.1J', or will not, acknowledge that they have reached the 
point where they are no longer able to carry out the duties for which they were recruited. 
Organisations which provide a service to members with a degenerative disability, and 
who have member-volunteers, are likely to encounter this situation reasonably frequently 
Dual role volunteers are considered in Section 6.8.1. 
As discussed earlier, inappropriate behaviour which may stem from mental illness (NVW 
Workshop 1) and age related illnesses such as Alzheimer's Disease, may mean that the 
volunteer is unaware or unable to acknowledge their declining performance and may 
make their reaction to any attempts to discuss it with them somewhat unpredictable. One 
Co-ordinator reported being asked by a family member to follow up a dismissed 
volunteer because of concerns that her depression, compounded by dismissal as a 
volunteer, might lead her to a suicida1 state. The co-ordinator, unaware that the volunteer 
had been diagnosed with a depressive illness, was horrified to think her actions might 
have contributed to this (Co~ordinators' Network September 1994). 
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In another setting acknowledgement by a volunteer that health restrictions might limit his 
ability to undertake some tasks has resulted in him developing a niche role for which the 
other volunteers arc grateful. He undertakes tasks within his capabilities that involve a 
support role for the other volunteers. These arc tasks not readily undertaken by other 
volunteers due to time constraints and the patience required to undertake them but this 
particular volunteer is reported as having the time. the patience and the knowledge and 
skills required (Interview 5). 
6.5 Managing for Perlormance 
The concept of preventing poor performance was a well accepted concept amongst the 
volunteers and co-ordinators interviewed and those who attended the workshops. The 
various measures adopted varied from organisation to organisation, and in many cases 
reflected an adaptation of the HR practices in use with the paid workforce, in line with 
the findings of the foundation study. 
6.5.1 Recruibnent and selection of volunteers 
All the respondent agencies have extensive recruitment and selection procedures. Most 
of the organisations have some volunteers who were recruited prior to the current 
procedures being instigated. The current procedures in the organisations examined 
include provision of sufficient information to potential volunteers to enable them to opt 
not to take up volunteer work with the organisation if they don't feel that they can meet 
the organisation's expectations. In two of the organisations potential volunteers come to a 
briefing session at which the role they can play in the organisation is explained. Those 
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who are interested at the conclusion of the session arc invited to submit an application for 
n volunteer role (Interview 5; Interview 6). In another, potential volunteers arc asked to 
submit their application, and apply for a police clearance after they have had an initial 
interview and a guided tour of the facility in which they will be volunteering (Interview 
4). 
Some of the organisations use the referral service offered by Volunteering Western 
Australia and others do not. In Organisation 4 for example intending volunteers might 
contact the volunteer co-ordinator off their own bat (Interview 4) or they may have been 
referred by Volunteering Western Australia. Organisation 6, however, does not place any 
requests for referrals with Volunteering Western Australia. Organisations do not 
distinguish between volunteers who make contact through Volunteering Western 
Australia and those who come via some other method. All potential volunteers go 
through the same recruitment and selection procedures regardless of the source of their 
initial contact. 
Consistent with the findings of the foundation study, two themes run through the data 
collected on recruitment and selection. One is the need to place volunteers in a clearly 
defined position and the other is to make sure that the person placed in that position is 
suitable for the job. Some organisations offer the potential volunteer the opportunity to 
have a preview of t11e job before they make a decision to volunteer: 
"First of all we are saying what the expectations are for the job and 
the onus is put back onto the person to say whether they fit it. So we 
are now more closely matching skills to the job and we are finding we 
are getting a better level of volunteer and a more committed level of 
volunteer because they have gone away, they thought about it, they 
have come back and sai~ •yes! This is what I want to do'." (Interview 
6). 
The need to define a volunteer's responsibilities and recruit the right volunteer on the 
basis of n definite vacancy was identified in one organisation . 
.. I wait for a request. I then use all the best resources that I can to get 
a volunteer which sometimes never happens because I can't get one 
and I will not have a volunteer at any cost. It is the right person, I 
believe that ... Over the years I believe it is best to have the right 
volunteer than to have some volunteer at any costs." (Interview 4). 
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The need to have a volunteer suited to the task means that in some organisations the list 
of volunteer projects waits for suitable recruits who are placed on the basis ofan 
interview (Interview I). 
In Organisation 5 a series of stages, including interviews, is used to select potential 
volunteers who have the right attitude, and then only when training is successfully 
completed is a volunteer appointed to the programme. This is partly due to the potential 
for damage to the programme a poor selection decision might have (Interview 5). 
Such careful screening, realistic job previews and careful placement are also measures 
used with paid employees to reduce turnover, and maximise the effectiveness of the time 
and expense involved with recruiting and training new staff. The prescriptive volunteer 
literature has increasingly recommended such activities as the demands for volunteer 
numbers increase (Curtis & Noble, 1991; Volunteering WA, 1997 as amended). 
6.5.2 Recruibnent and Selection of Volunteers with High Support Needs 
The issue of volunteers with high support needs arose in relation to recruitment and 
selection on several occasions. The use of selection criteria and procedures is an aid to 
the appropriate placement of volunteers. Co-ordinators, however, feel that they are in a 
difficult position when they are faced with a potential or current volunteer whose special 
needs are either not identified by the potential volunteer, or are likely to be challenging 
for the organisation. Discussion at one of the workshops, for example, identified that 
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some organisations ask that potential volunteers disclose information about any 
medication they may be taking (NVW Workshop 1 ). In one organisation this concern is 
associated with the need for screening to ensure that potential volunteers arc able to work 
in the existing team, and that some volunteers do not say that they have a special need of 
any sort (Interview 4). 
In a study undertaken for Volunteering Western Australia (Rowley, 1996), agency 
concerns included the concept of the burden being placed on the interviewer to decide 
whether the potential volunteer has the ability to do the job. Rowley ( 1996, p. 34 ) states 
that all agencies should be careful to ensure that 
If the volunteer, with or without a current disability, cannot share 
in the achievement of the agency's goals, by having and applying 
the necessary skills and abilities, then they can't be placed No-
one should be expected to put aside the goals and needs of the 
organisation in order to meet the 'special needs' of the potential 
volunteer who just walked in the door. 
As mentioned previously, in Organisation 5, one volunteer who was accepted to the 
programme with the right attitude is able to contribute despite a health condition which 
impedes his ability to undertake the same tasks as other volunteers. He undertakes a task 
which underpins and supports other key activities and which other volunteers find both 
time consuming and frustrating: 
"This person is considered a legend, I think, by other volunteers, he is 
very well respected. I mean for instance, ...... he sits there for maybe 
six hours at a time [undertaking this task] So next time you go out it 
is all done. Without that involvement we would be stuffed for want of 
a better word. I mean it doesn't take any effort really, physical effort, 
but it talces time, it takes patience, it takes knowledge of how to do it 
and this is something that he has and therefore he can contribute by 
sitting at home with all the gear watching television doing this. 11 
{Interview 5). 
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Co-ordinators do not see the issue of high support as being straightforward, especially 
where the support need is one which might involve a mental health problem. One co-
ordinator has felt increasing pressure to interview potential volunteers with high support 
needs who are r~lt!rrect by Volunteering Western Australia, disability and health 
professionals, and community members, as being ready to volunteer. 
"And it is happening more and more that we are getting people who J 
don't believe are appropriate ... our client base has a vulnerable 
dimension. Now I am not a health professional. I am not a 
psychologist. 1 am not a psychiatrist. If I inappropriately place 
somebody who proves to be absolutely inappropriate for the job 
because of some behavioural activity or some behavioural pattern they 
may follow that doesn't become evident at the interview, then I am 
lumbered with this volunteer. You know?" (Interview 4) 
Exploring this issue revealed that whilst there may be some indication in the referral that 
the volunteer has some support needs it is difficult to assess their suitability for a 
volunteer position: 
"You might get that they are recovering from a breakdown, or ... it 
may be they need some occupation because they have a physical 
disability ..... But then ... , you are discriminating if you don't 
interview them because they can actually do the job that is in the job 
description. But whether their other skills, such as their social skills, 
their communication skills, ... .It is very difficult to say I am unable to 
tal<:e on any more volunteers on board who have disabilities ..... No! I 
don't really think it is without being discriminate [sic], which I 
suppose in a lot of ways we are if you think about it, how can you 
ask? If it is !"tiffing things in envelopes, somebody who does not 
possess excellent communication skills or social skills could do the 
job, but they may not do the job with the team spirit in mind." 
(Interview 4). 
When the inclusion of the ability to work in a team envirorunent in the selection criteria 
was raised it was not seen as sufficient by the interviewee, who felt that testing this in an 
interview would be difficult. The limited resources available to the interviewer mean that 
there is a reliance on the potential volunteer, and any associated referees and health 
professionals, to disclose the nature of any potential problems. 
Other organisations, whilst not being approached very olten to take on special needs 
volunteers, will resist such approaches: 
"And our general stand is if we do, we try to resist it, and it sounds 
fairly harsh, but the reason for that is that we see ourselves here to do 
a job and we haven't got the ability to or the facilities to adequately 
support those people and what they need. So to take a person on like 
that. they wouldn't get the support and attention that they need for that 
role. I think there are other organisations that are doing that better. 
f organisation name deletedJ is one that springs to mind, they are able 
to take them on and use them and give them the attention that they 
deserve and need ..... We are fairly fully tasked office and I haven't 
got time to spend with people training them and teaching them when it 
is short term response." (Interview 6). 
Health professionals have identified volunteering as an appropriate activity for people 
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with some special needs, and one which might aid recovery and or integration (e.g. 
Rebeiro & Allen, 1998). Recent literature has suggested the possibility of "supported 
volunteering" (Woodside & Luis, 1997). a concept which might be explored by co-
ordinators and managers of volunteers. Supported volunteering involves a programme in 
three phases which include assessment of potential volunteer, placement of the volunteer 
in a suitable volunteer position with the appropriate supports in place and fin.lily 
implementation once the ''supports and modifications" are in place. Key issues such as 
disclosure, volunteer - placement fit, and the extra time required to assist a volunteer with 
special needs are all acknowledged as part of the model of supported vo I unteering 
proposed by Woodside and Luis ( 1997). Volunteer managers in a Canadian trial were 
reported as suggesting that co-ordinators and managers of volunteers count volunteers 
with high support needs out too readily. Participants in the Canadian trial reported 
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feeling that they were providing a good example by supporting such a scheme (Woodside 
& Luis, 1997). 
In Western Australia, the Volunteer Referral Service in 1998-1999 recorded 68 out of 
2074 volunteers seeking placement who had high support needs. This represents a small 
percentage (3.2%) of applicants to the service. Of these 71 % were referred by 
professionals, either in rehabilitation or health roles, and 29% were self referred 
(Volunteering WA, 1999, p. 21 ). With such a small percentage of referrals identifying 
themselves as having high support needs it is perhaps an issue for agencies to look at 
offering a smalJ percentage of volunteer positions to people with high support needs. 
A bigger difficulty might be the number of potential volunteers who do not disclose their 
special need, as in the case of "John" reported by Rebeiro and Allen ( 199 8). There are 
problems, identified in the literature, of disclosure and also of the added pressure 
supported volunteering can place on the co-ordinator or manager (Rebeiro & Allen, 1998; 
Woodside & Luis, 1997). Certainly, the issue of supported volunteering sparked the 
interest of the participants in the follow up workshop (Co-ordinators' Network September 
1999). Concerns of co-ordinators and managers 1ocally echoed concerns of co-ordinators 
in Canada: 
Volunteer managers complained about individuals who have a 
special need but who don't tell them about it. Managers become 
.frustrated because often a problem comes along that might have 
been prevented if the new volunteer had disclosed a special need. 
(Woodside & Luis, 1997, p. 72). 
The same frustrations must apply to those who develop a special need after appointment, 
and whose subsequent behaviour may be amongst some of those behaviours included in 
the discussion of inappropriate behaviour (Section 6.4.2). 
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It is apparent that undisclosed needs may pose a greater problem for the co-ordinator or 
manager of vo I unteers, but that issues of d iscrim inali on and privacy aff cct the right of the 
agency to require disclosure. Similarly, the right of the volunteer not to disclose illness 
or incapacity where this is seen as not likely to affect the individual's ability to undertake 
the tasks of the position is also an issue. In '"John's" case the decision not to disclose was 
based on his perception of the stigma that is attached to a diagnosis of paranoid 
schizophrenia and the likelihood that he would be treated differently by follow staff 
members (Rebeiro & Allen, 1998). 
There is a very delicate balance between the right of the individual not to disclose such a 
diagnosis, and the right of the agency or manager to be advised so that any problems 
which may arise may be handled in the appropriate manner. There is also a potential 
issue associated with the line between volunteer providing assistance and volunteer as 
client. This may become complicated especially where resources are diverted to 
volunteer support. This is an area demanding further research. 
6.5.3 Recruitment and Selection of Short Term Volunteers 
Short tenn, episodic and 'work experience' volunteers pose a dilemma for some 
organisations: 
'' .... We don't have that many because they require more supervision 
and we don't have enough staff for that. And this is where we really 
in some ways do not do so well ... youth require more supervision. 
That is something we would like to do, however we are constrained 
by staff ..... So really I am saying that our social commitment in terms 
of that area, is something that we could really do more." (Interview I ) . 
Short tenn or "episodic" volunteering (Macduff, 1990; 1991 ) and "mandatory 
volunteerism" (Stukas et al., 1999) are issues being explored in the literature to some 
... •···. 
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degree. It is generally thought that volunteer work is a pathway to employment for some, 
and that the short term, ex peri ence-gai n i ng vo I un teer is a fact of the future of 
volunteering. "Work experience" has not been viewed as "volunteering" in its true sense, 
but many agencies have amongst their volunteer populations students seeking experience 
to accompany their studies, in some cases required by their courses (Stukas ct al., 1999), 
and cite the gaining of experience as a reason for seeking volunteer work (Clary et al.. 
1998). 
The advent of such programmes as the Voluntary Work Initiative, Mutual Obligation and 
other programmes designed to offer people the opportunity to undertake worthwhile 
activities whilst gaining experience poses a challenge for agencies to best utilise the 
talent and assistance likely to come their way. Arguments that involvement in 
"mandatory volunteering" might undennine the future potential of a volunteer have not 
been supported by recent research which found that 
only those individuals who would not otherwise be volunteering 
... or who feel that it would take external control to get them to 
volunteer ... may find their future intentions undermined by a 
requirement to volunteer... Future intentions to volunteer may 
depend importantly on whether individuals' personal agendas are 
in harmony or in conflict with the agenda behind the requirement. 
(Stukas et al., 1999, p. 63, 64). 
Involvement in student placement volunteering, or in programmes to encourage the 
unemployed to volunteer is an issue for agencies to address. Forsyth ( 1999, p. 41 ) 
suggests that agencies can develop an approach to volunteer management which 
incorporates an ability "to respond to volunteers' requests for short-tenn and one-time 
opportunities while maintaining longer-tenn volunteer assignments". She offers an 
approach which identifies the degree of intensity required for effective volunteer 
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management according to such issues as the type of client, the setting, the type of activity 
and the level of supervision required. 
Identification of positions and acti vi tics according to the degree of intensity al lows 
placement of volunteers whose need is for short term placement into low risk and low 
supervision positions, to which less time can be devoted, and for which Jess rigorous 
administrative support can be provided. Short term, episodic, one time and work 
experience volunteering represent another area for further research. 
6.5.4 Briefing: Job Descriptions, Induction and Training 
The questionnaire data indicated that many volunteers had received some form of written 
duty statement, procedures manual or letter outlining their responsibilities (some had 
received more than one of these), and most had received some training (refer Table 6.3) 
Table 6.3: Questionnaire data on Job Descriptions and Training 
Written details of duties 
Yes 
No 
Unsure 
Format of written details 
Duty statement 
Procedures manual 
General Jetter 
Other written format 
Training 
Yes 
No 
Type of training 
On-the-job with volunteer 
Induction 
Periodic training 
Infonnally 
Formal On-the-job 
If things go wrong 
Other 
Formal changed duties 
Other volunteer position this 
organisation 
Respondents 
59 
17 
5 
38 
31 
20 
6 
Respondents 
78 
5 
34 
34 
32 
27 
19 
JO 
10 
7 
7 
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Other written formats in which duties were outlined included method sheets (Free 
response I). and additional training was received by respondents in volunteer positions in 
organisations other than the one in which the research was being conducted, and in both 
current and previous paid positions. Some organisations provided regular meetings for 
their volunteers to keep their skills and knowledge up to date, whilst some provided 
regular newsletters for this purpose. In one organisation both of these mechanisms are in 
place (Interview 5). 
All of the organisations offered some level of training for their volunteers, from a formal 
module by module training approach such as that found in Organisations 5 and 6, to on-
the-job training with a paid staff member or more experienced volunteer. All the 
organisations recognised the need to orient the volunteers to the organisation and to the 
tasks they are to carry out. 
It was apparent that in most of the respondent organisations the level of job information 
given, and training provided had increased over time. Longer tenn volunteers in 
Organisation 6, for example, had participated in recently introduced training modules 
long after they commenced volunteering, but new volunteers in this organisation must 
participate in the training as part of their introduction to the organisation (Group 6; 
Interview 6). In most cases the introduction of training programmes was viewed 
positively by the volunteers. Where negative comments were made these were more 
likely to relate to improvement of the training process rather than in opposition to the 
training itself, for example: 
"The training was undertaken on the job which was good, but I would 
like it to be a little more specific and taken one step at a time. I notice 
further volunteers were taught a little more slowly. A little more 
background would have been helpful. I did not enjoy the first few 
weeks because I felt at a disadvantage but I am glad I stuck to it, as I 
now look forward to it and have discovered, as you often do, that the 
other volunteers aren't perfect either." (Free response J ). 
These findings are in keeping with the information from the foundation study. 
6.6 Feedback Received by Volunteers 
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The central issue being examined by this research is feedback. The model presented in 
Chapter 2 (reproduced below at Figure 6.1) identifies that the three main components of 
feedback are the source, the message and the recipient, with the organisational setting in 
which feedback occurs as a factor. 
SOURCE 
FEEDBACK ENVIRONMENT I 
ORGANISATION 
- ,___M_E:S._sA_a_E _ __.r-------11,~ RECIPIENT 
Figure 6.1: The Feedback Process 
The research findings on the feedback process are discussed in relation to the components 
identified in this figure. 
6.6.1 Sources of Feedback 
Eighty questionnaire respondents indicated that they received some level of feedback. In 
addition to the supervisor and co~workers, about whom specific and detailed questions 
were posed in the questionnaires, the client, and the self were identified as important 
There were varying levels of importance placed on the numerous sources of feedback 
identified by volunteers. Table 6.4 shows the sources of feedback from which volunteers 
receive feedback. Volunteers were asked to tick as many sources as were appropriate to 
their situation: 
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Table 6.4: Sources of feedback 
Source No of rcsJJondcnts 
Supervisor 62 
Self 51 
Co-workers 49 (Some volunteers indicated that they do not have co-workers 
either paid or unpaid) 
Clients 36 (Some volunteers do not have "clients" per se.) 
Senior Managers 21 (one example here was the Minister's office and the Premier) 
Board or Management Committee 12 (not all organisations have a board or committee) 
Other sources of feedback 10 (examples included newsletters, mailouts, and one respondent 
indicated "God") 
Subordinates 6 (very few of the volunteers have subordinates) 
Automated system 4 (Vrry few volunteers have the opportunity to receive this sort of 
feedback) 
Respondents were asked to select which of the sources of feedback they considered to be 
the most important. Forty-four considered the supervisor to be the most important, 15 
considered the self to be the most important and 14 the client. The question which sought 
to find out which or the sources available to the volunteer was considered to be the least 
important was interpreted by many respondents to refer to the compoJete list provided in 
the questionnaire and not to those sources from which feedback is received by the 
respondent. Thus some respondents indicated that they did not receive feedback from an 
automated system, but then ranked this in their response to the question about 
importance, perhaps affecting the results. Thirty three indicated that an automated 
system was the least important. All other sources received between one and eight 
responses with the most frequent of these being the board or management committee and 
the self both being rated the least important by eight respondents. 
In Organisation 3 client feedback was rated most important by approximately half of the 
respondents to the questionnaire, and the importance and nature of client feedback 
. became very apparent during the group interview: 
· "The cJient is quick to comment when things or performance don't 
suit." (Free response 3). 
"I work on a one to one with my client w she gives me my feedback I 
don't need a well done from a co•worker." (Free response 3) 
"I don't think we look for thanks as such. J mean the clients always 
invariably will say thanks. You know thanks for helping us and all 
that sort of thing .... [second speaker] Yes that probably means more 
than having the CEO or somebody who probably wouldn't even know 
who we were." (Group 3) 
"Just to see the smile on their face. [new speaker] is more important." 
(Group 3). 
Co-workers were not considered to be very important sources of feedback by the 
volunteers in Organisation 3: 
"I work with my clients ... , I am not affected by others." (Free 
response 3); 
with some not having anj real contact with co·workers: 
"does not apply as I have only limited contact with other workers" 
(Free response 3 ). 
In Organisation I where there is no direct "client", whilst feedback from other workers 
was not particularly identified as being important, the interaction with others about the 
work was reported as being friendly and happy: 
"When I finished an extremely big box last week, [name of person 
deleted] who is a paid parHimer in my section she said 'did you get 
right down to the bottom?', and I said 'yes'. She said 'did you find 
anything?' and I said 'well I found two sheets of cardboard with 
binding around it' and she said 'yes' and I said 'well I opened it and it 
just had a little green slip which had an advertisement for the spring 
fling from the wildflower society' and she laughed and said 'you must 
have looked on the wrong side. I had said well done [name 
deleted]'"(Group 1 ). 
"Yes that is the two things that we try to do. It is just really trying to 
acknowledge ... Again we are not very good at it, but we are getting 
better and I think to the staffs credit here too, they support that 
strongly and they are also very good at it. [staff names and positions], 
if they are in charge of the events they write the letter to the 
volunteers and say we really appreciated it. Give people feedback ... 
that is the level of it at this stage." (Interview 6). 
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Perhaps one of the most interesting comments about the sources of feedback came from 
the free response data in the surveys where the least important source of feedback was 
cited as: 
··any person who does not have the full facts or perception of the 
situation on which the feedback is related." (Free response 2). 
As discussed in the literature review, the source of feedback can have a very strong 
influence in the outcome of feedback, especially with regard to such matters as perceived 
accuracy. 
6.6.2 Feedback Messages to Volunteers 
Recognition 
All of the organisations have mechanisms to reward and recognise the work of their 
vo I un teers. Issues such as cost influence the form and frequency of such recognition. 
Volunteers described the various rewards they receive as including annual get-togethers, 
thanks at the Christmas party, and Christmas presents. In Organisation t volunteers are 
given shirts with the organisation logo on them, and offered the opportunity to be part of 
country expeditions on behalf of the organisation, to undertake their volunteer duties in a 
different setting. 
Many volunteers value the simple thanks that comes from others when 
they leave at the end of the day ( Grau p 4; Grau p 6 ). 
Volunteers in Organisation 3 saw the reward as coming directly from their work, 
referring to their work as "the best job in the world" and "very satisfying" (Group 3). 
Co-ordinators identified the more formal mechanisms in place including recognition of 
miJestones with a cake, a celebratory lunch or morning tea. a story and photo in the in-
house newsletter (Interview 1); "volunteer of the year" awards in the parent organisation 
(Interview 1 ); certificates of appreciation presented at the International Volunteer Day 
celebrations (Interview 3) or at other annual events (Interviews 5 and 6); and regular 
Christmas functions for all volunteers (Interview 4 ). 
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It is interesting that the volunteers cited the Jess formal mechanisms rather than the more 
fomml ones identified by the co-ordinators. It is likely that the latter would be missed by 
the volunteers were they not in place, or were they to be reduced. In Organisation 5, for 
example. there was a perception that perhaps the greater recognition of the additional 
work load of group leaders which had been present in the past, had been less in recent 
years with end of year recognition of group leaders now being the same as all other 
volunteers (Group 5). This view was not shared by the co-ordinator, who agreed that 
perhaps the format for presentation of these had altered, thus paying less attention to 
recognition of the additional workload carried by these volunteers, thus the change of 
emphasis or focus was noticed by some of the volunteers. 
In Organisation 4 the volunteers' appreciation of the little things was noted by the Co-
ordinator: 
"As far as I am concerned, I tell them, I believe that small things like 
making tea and coffee for them having informal morning teas, having 
volunteers meetings, listening to their needs. The tw~ functions a 
year I think are fine, I think it is ... I don't necessarily think that, that 
is the best way for an organisation to acknowledge the volunteers. 
They do look forward to their functions. They are usually well 
attended, the Christmas one in particular. But I think that personal 
[sic] seeing me walking around and doing some small thing for them 
such as making tea and coffee for them on the odd occasion and 
asking them to come to my office to see them, that is where that real 
people contact is important. That is the way I acknowledge them." 
(Interview 4). 
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Constructive and negative feedback 
Very few of the respondent volunteers had received what they saw as negative feedback. 
Many were at pains to point out in their questionnaires that they had never received such 
feedback. 
"Never occurred" (Free response I) 
"I have not had this situation occur up to this time" (Free response 2) 
"This is a ditlicult question, it seems to imply I do things wrong and J 
haven't felt that I have so I can't really respond." (Free response 3). 
Table 6.5 sets out the responses to the questions posed about what action the supervisor 
takes when the respondent volunteer does not meet the expectations of the organisation: 
Table 6.5: Action taken when a respondent does not meet expectations 
Mv supervisor Never Sometimes Alwavs Missinl! 
Publicly points out what I did wrong 66 I I 17 
Publicly expresses displeasure with my work ( eg raises 65 2 I 17 
voice in front of others). 
Takes me aside and publicly expresses displeasure with 45 9 7 24 
my work 
Takes me aside and privately points out what I did wron_g 37 16 12 20 
Does not let me know ifs/he is unhappy with my 35 17 12 21 
performance 
Takes me aside and privately explains what I should be 30 20 14 21 
doing 
Twenty three respondents made additional comments with regard to this series of 
questions, including those reported above. Of those who indicated that their supervisor 
never expressed publir. displeasure (65), 11 indicated that their supervisor always took 
them aside and explained what they should be doing, 19 indicated that their supervisor 
sometimes took them aside and explained what they should be doing and 30 indicated 
that their supervisor 1Jever took them aside and explained what they should be doing. 
The process or manner of delivering messages about undesirable behaviour differs from 
organisation to organisation, but apparently can differ between volunteers as well. In one 
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group interview the discussion about the actions of a particular member of the paid staff 
who was reported as frequently feeling that volunteers were being too noisy indicated 
that some felt that this person "will not face us directly" (Group 4 ). 
Another volunteer reported being "forced" to overcome her nerves at a public function 
related to her volunteer role by a more senior volunteer: 
I think with a lot of them they have a sort of way of, if you are doing 
something wrong, of telling you without telling you kind of thing. He 
just dragged me up the front and sort of was showing me what to do 
and I was just having so much fun and laughing so hard by the end of 
it. He was actually singing Christmas carols at one point of time to 
the whole [location] and I was just going 'oh! My God' . 
. . . .If I didn't want to do it then I didn't have to, but he encouraged me 
to do it by sort of having fun. By making it fun." (Group 6). 
The respondents who volunteered to be involved in group interviews tended mainly to be 
those who had not received feedback about poor or declining perfonnance. During the 
initial time in the organisation they had received support, training and encouragement 
from staff and fellow volunteers, and received little or no negative feedback. 
Volunteers were usually unaware of the action taken when another volunteer performed 
poorly. In the questionnaires, the indication was that they either did not know what had 
happened, had not encountered what they considered to be poor performance by another 
volunteer or did not have much contact with other volunteers. 
When asked about the actions of supervisors when other volunteers are not performing to 
the expectations of the organisation many respondents chose not to answer these 
questions (35). Amongst the responses collected, 34 indicated that this was always 
handled well by the relevant supervisor, whilst 3 I indicated it was never not handled 
well. More importantly, however, 32 indicated that they were unaware of what action 
. was taken. This is supported by comments in the group interview in Organisation 3. 
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All indications are that action taken is discreet and carefully handled and causes little 
disruption. Volunteers who don't fit in seem to just not come back according to the 
volunteer group interview participants (Group 3), but the infonnation provided by the co-
ordinator indicated that new starters arc followed up soon after starting to see how they 
have fitted in, and any complaint from a supervisor is fo11owcd up with private 
discussions as to what might be done to improve the situation - both with the supervisor, 
and if necessary with the volunteer (Interview 3). 
In a number of cases volunteers do not know what action is taken because they do not 
have much contact with other volunteers: 
"] don't work with other volunteers and so am unaware of any 
problems" (Free re~ponse 4) 
'"Doesn't really apply because I don't have many close co-workers" 
(Free response 4) 
Many volunteers indicated that they would like to hear if they were not meeting the 
expectations of the organisation: 
"I hope someone would tell me if I was doing a bad job I've been told 
I do really well." (Free response 3) 
"If I didn't meet the expectations of my supervisors I hope this would 
be discussed with me. I thoroughly enjoy my time at [organisation] 
and this is the reason J work there." (Free response 3). 
In Organisation 5, however, there was some concern expressed about the lack of foIIow 
up on those volunteers who were not meeting their commitments in terms of time spent 
undertaking their allocated activity. The perception of at least one volunteer was that 
there was, to some extent, a failure by the co-ordinator to follow through on policy with 
regard to asking a volunteer who is no longer contributing regularly to give up their 
volunteer position and surrender the equipment and uniform supplied for that purpose 
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(Group 5). The co-ordinator did not share this view, indicating that there were steps 
taken to follow up on those volunteers whose contribution had declined over time, 
including a series of contacts such as letters, and that this was handled in a sensitive and 
discreet manner (Interview 5). Once again the vo I unteers are unaware of the steps being 
taken by the Co-ordinator. 
6.6.3 Recipient responses to feedback messages 
Respondents to the questionnaires were asked in a number of ways how they felt about 
the feedback they currently receive - both from their supervisor and from co-workers. As 
indicated above, other sources of feedback were not explored in depth. 
Essentially four groups emerged with regard to feedback: 
;,> Those who are happy with current level of feedback and don't need more. 
>-- Those who want more feedback. 
;,> Those who are not really interested in feedback. 
>- Those who expect that they will be told if they are not performing, but who have not 
had experience of this. 
In the Co-ordinators' Network seminar (September 1999) there seemed to be recognition 
of these groups, although co-ordinators had not defined the groups in this manner. 
Discussion indicated that many co-ordinators had unconsciously identified that some 
volunteers might not want feedback and that others did. The seminar canvassed the 
possibility that there is a possible link between volunteers' reasons for undertaking 
volunteer work and their feelings about feedback. This was not explored by the research. 
but work undertaken recently by Clary, Snyder, Ridge, Copeland, Stukas, Haugen and 
Miene (1998) in the development of a Volunteer Functions Inventory might be a useful 
tool in exwnining this link. 
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Recipient responses to supervisor feedback 
Ratings of quantity, utility, consistency, timeliness, objectivity, accuracy and fairness 
were sought on a scale of one to five with regard to the two sources of supervisor and co-
worker. Table 6.6 sets out the means and standard deviation for each of these dimensions 
of supervisor feedback. 
Table 6.6: Mean and Standard deviation on dimensions of supervisor feedback 
Mean Std. Deviation 
Quantitv 3.68 1.25 
Utilitv 3.77 1.14 
Consistency 3.73 1.23 
Timeliness 3.74 1.17 
Objectivity 3.83 1.08 
Accuracy 4.07 I.OJ 
Fairness 4.22 .98 
These results would lead to the conclusion that whilst not perfect, supervisor feedback 
was generally highly regarded on all of these dimensions. 
One way ANOVA was conducted on each of these dimensions to determine if there were 
any significant differences between organisations, but none were found (Refer Table D9 
in Appendix D) 
Respondents were also asked to rate the frequency and quality of the feedback received 
from their supervisor on a separate scale later in the questionnaire. On these two aspects 
similar results were obtained indicating general agreement on the frequency and quality 
of feedback (Frequency: x=J.61, SD= 1.20; Quality: x=J.96, SD=0.96). 
When asked what about the feedback from supervisors, respondents would like to change 
approximately on third of those who chose to answer this question indicated that change 
' was necessary. Forty four respondents answered this question and fifteen indicated that 
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any change was necessary. Most of these comments related to increased information they 
would like to receive: 
11S0metimes the feedback is a bit beyond me; i.e. I don't always 
understand the tcm1s and expressions used as I have no previous 
experience in this particular ... [activity)" (Free response I). 
111 would like to be advised if my performance is making a difference 
to the client so that 1 may determine if changes need to be made with 
myself to correctly address the current situation." (Free response 2). 
n1 would like more direct supervision of the specific needs of 
individual clients for effective [identifier deleted] therapy" (Free 
response 4) 
"I don't require feedback on my performance as such, but it would be 
nice to get the overall results of the [fundraiser]° (Free response 6). 
Other respondents commented on the standards of feedback being achieved: 
11A first class supervisor, patient and encouraging us to achieve higher 
standards 11 (Free response l) 
11The quality of feedback communication we receive is excellent. It is 
a very good system and J see no need to change" {Free response 5) 
or problems outside the supervisor's direct feedback: 
"This is not related to the supervisor but more the do with the co-
operations between the many other departments. There are just so 
many of them it r...:tS got to be difficult." (Free response 3) 
and the final area on which comments were offered was on the lack of a personal need for 
feedback: 
111 know if I'm being successful or not in the tasks I am given. I don't 
need people to pat me on the back and say 1well done' 11(Free response 
I) 
111 work as a volunteer for my pleasure and my client. If I didn't do a 
good job I'd go and I'm too old to be bothered by others' opinions and 
appraisals or no feedback 11 (Free response 3). 
"I do not feel the need for feedback with my duties in this 
organisation. Wen [sic] I volunteer I do the best I can and I hope it is 
appreciated. A thank you is all I require. Feedback and training 
makes me think certain expectations are required of me and I would 
feel pressure to meet them. 11 (Free response 6). 
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This last l.!Omment ties in with the concerns mentioned earlier of the participants at the 
Nationnl Volunteer Week Workshops regarding the longer term volunteers who 
commenced their volunteer work before there was the current level of "management" of 
volunteers. 
In the in tcrview concerns arose such as the absence of any "su pcrvi sor" as such: 
"I find it a bit limited I suppose. But then again that is because I am 
doing something a bit different to the rest of you because I don't have 
much contact with the person who is the, the person who is in charge 
of the (section name deletedJ because she is not here when I am here. 
I know I can always phone her, and she docs phone me and we have a 
general sort of chit chat, and we try to get together occasionally, but 
more or less I am left to my own devices with the client." (Group 3). 
or a lack of knowledge as to who the "supervisor" is: 
111 haven't found who my boss is anyway." (Group 3) 
Volunteers who participated in one of the National Volunteer Week workshops, however, 
indicated that it was important for them to be told if they are not pulling their weight or 
getting it right, and that they would feel insulted if they were not told because they were 
'just a volunteer" (NVW Workshop 2). 
Recipient responses to co-worker feedback 
Table 6. 7 sets out the mean and standard deviation for co-worker feedback on each of the 
dimensions measured. 
Table 6.7: Mean and standard deviation on dimensions of co-worker feedback 
Mean Std. Deviation 
Ouantitv 3.53 1.21 
Utility 3.85 2.42 
Consistency 3.34 1.21 
Timeliness 3.35 1.17 
Objectivitv 3.51 1.08 
Accuracv 3.55 1.08 
Fairness 3.76 1.13 
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The ratings for each dimension were ull slighlly lower than for supervisor feedback with 
lhe exception of utility for which the slightly increased mean was accompanied by a 
much larger variability in responses. A number of respondents indicated that they did not 
feel the need to receive feedback from co-workers for example: 
"Not relevant. Although I am fond of and respect my volunteer co-
workers I look to the office professionals for information and 
feedback." (Free response 6) 
111 work on a one to one with my client - she gives me my feedback I 
don't need a well done from a co-worker" (Free response 3). 
whilst others indicated that they do not have contact with co-workers for example: 
11Doesn 't really apply because I don't have many close co-workers 
"(Free response 4) 
"I guess, I know I tend to think more of reinforcement with clients. I 
don't tend to have much contact with other volunteers. I am pretty 
much sort of isolated, and only come in once a week for 4 or 5 hours. 
It is pretty much do those tasks. Sometimes I do have interaction with 
others, and it is more a conversational kind of thing, I don't really 
know what they do, so I can't make a comment on how their 
perfonnance and that kind of thing." (Group 4). 
Once again an ANOV A indicated that there were no significant differences between the 
organisations on any of these dimensions (Refer to Table D l O in Appendix D) 
Comparison with the ratings given to frequency and quality indicated that general 
agreement that these were positive (Frequency: x=3.39, SD= 1.20; Quality: x=3.55, 
SD=l.08) albeit a little lower. 
Comments on how co-worker feedback could be improved were similar to those on 
supervisors. Thirty eight respondents made some comment but only thirteen indicated 
how improvements could be made, with many making comments about the lack of 
contact or the lack of a need for feedback from co-workers: 
"Need more contact with team leader'' (Free respoase 5) 
"I would like to hear feedback on how a negative situation has been 
addressed and what steps or procedure was adhered to, to transform 
the situation to a positive direction over a period of contact with a 
client, rather than receive the negative details and how it is affecting 
the co-worker" (Free response 2) 
'Co-workers are great but sometimes delays arc created because of 
lack of infonnation being passed on from other departments." (Free 
response 3). 
11 Sometimes it would be handy to know the diagnosis - this would 
give me a better picture of the client's potential e.g. disability from 
birth, as a result of accident, or degenerative disease." (Free response 
3). 
One respondent indicated that it is the relationships that are important: 
"This is why it works. It's the people not the structure that has to be 
right first. 11 (Free response 5). 
6. 7 The Feedback Environment 
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Increasingly throughout the data collection process the importance of the feedback 
environment in the management of the perfonnance of volunteers became apparent. The 
feedback enviromnent was defined in the literature review as having a wider meaning 
than that identified by Herold and Greller (1985, p. 303) "the amount and type of 
performance feedback available to individuals in work settings." It includes other 
environmental factors such as the organisational culture, the organisational or 
management attitude to feedback and performance; and the psychological contract or the 
relationship between the organisation and the feedback recipient. This section outlines 
the findings in relation to the feedback environment as it has been broadly defined for 
this study. 
6.7.1 Organisational support and assistance for the co-ordinator 
One aspect of the organisational culture is the unspoken message inferred from the 
actions of the org~isation by the volunteers in the fonn of the systems in place to 
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support the volunteer programme. The organisational support for the co-ordinator varied 
between the organisations examined. In all the organisations except Organisation I the 
co-ordinator occupies a dedicated position created to care for the volunteers in the 
organisation. In Organisation 1 this role is not reflected on the co-ordinator's duty 
statement despite recognition of the volunteers' vital role in the organisation coming from 
the top. (This is further discussed in relation to organisational culture in Section 6. 7.3 ). 
In Organisation 3 the position is part-time and has recently been increased from two days 
a week to four days a week for a trial period. In Organisation 4 the position is 4 days a 
week, and in Organisation 6 the position is five days a week. Whilst the Co-ordinator in 
Organisation 5 works five days a week there is only an allocation of 50% of his time to 
the volunteer programme. In Organisations 5 and 6 there are often events and activities 
which require attendance by the co-ordinator at nights and on weekends. Senior 
management in Organisations 1, 5 and 6 seems to be very supportive and whilst there are 
always budgetary constraints the programmes are valued and supported. This seems to 
be a little less evident in Organisations 3 and 4 where the efforts of the co-ordinator 
might be viewed as being undervalued, and where for each change, idea, programme, 
development the co-ordinator has to work hard to gain executive support and resources. 
Other organisations, identified via workshops, have varying levels of support for the co-
ordinator with some organisations going so far as to have more than one person to take 
care of the volunteers: 
"I think it is also to do with evolution of the organisation. The 
organisation that I am at, we had one volunteer co-ordinator who was 
so hugely overworked she didn't ever have the opportunity to sit and 
have a cup of coffee with her volunteers, and the role was then 
divided into two and it is my role to have that personal, to build those 
personal relationships to really nurture those volunteers keeping in 
mind the managerial aspects." (NVW Workshop 2). 
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In all the organisations the co-ordinators appear committed, and prepared to put in more 
than the time allocated by the organisation, with the Co-ordinator in Organisation 3 being 
available to the organisation and especially to volunteers seven days a week, and twenty 
four hours a day (Interview 3, Group 3). This dedication was not confined to the 
organisations studied and appeared to be common to many co-ordinators and managers of 
volunteers (NVW Workshops I and 2). 
6.7.2 Responsibility for supervision of volunteers 
Very few of the volunteers are directly supervised by the co-ordinator of volunteers in 
their organisation. Often there is a paid staff member responsible for some aspect of the 
organisation and the volunteer reports to them on a day to day basis. In Organisations I, 
3 and 4 this is usually the same person in the same area of work on most occasions that 
the volunteer attends. In Organisation 6 this may change depending on the activity being 
undertaken, and in some cases may not involve "supervision" at all, in that groups of 
volunteers organise themselves for a particular event or activity. In Organisation 5 a 
cascading team environment is in operation with volunteer "group leaders" being 
responsible tor briefing and organising groups of volunteers, and with volunteers always 
carrying out their duties in pairs where public contact is involved. The group leader 
approach is currently being established in Organisation 6 as well. The team or group 
leaders are all volunteers. 
Fifty questionnaire respondents indicated that the paid co-ordinator was their supervisor. 
and five indicated that they were unsure who the supervisor was. The questionnaire 
indicated that the tenn supervisor referred to "the person who organises, supervises, co-
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ordinates, is your contact, or generally looks after your needs while you volunteer". The 
co-ordinators were all clear that their role was not one of direct supervision but of 
facilitation of the volunteer - organisation relationship; a role which was also discussed in 
workshops. The volunteer-organisation relationship is further discussed in relation to the 
psychological contract in section 6.7.3. 
Contact with supervisor 
The level and type of contact with the supervisor was explored in the questionnaires. 
Participants were asked to indicate the level of contact they have with their supervisor on 
a five point scale from "never" to "always" in three categories from formal to social. 
Sixty-six respondents answered all four questions with one additional respondent making 
written comments instead. Seven respondents indicated that their supervisor never had 
the opportunity to assess their performance as a volunteer, with one respondent from 
Organisation 5 making a comment indicating that they did not know whether this 
opportunity arose or not. Of these five were with Organisation 6 and two with 
Organisation 4. Thirty four, however, indicated that their supervisor always had such an 
opportunity (Table D11 in Appendix D sets out the mean and standard deviation for 
responses to these questions.) The standard deviation for aI1 of these questions indicates 
a. high variability in responses. 
A significant relationship was found between organisation and direct informal contact 
with supervisor (F = 3.604, p = .006) and between organisation and social contact with 
supervisor (F = 2.503, p= .039) (Table D12 in Appendix D), thus indicating a variation 
between the organisations studied. 
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Organisation I showed a lower level of direct formal contact than the whole group (z= 
I .89, SD= I. I 7), but it also had a much higher level of direct informal contact (z= 4.45, 
SD= 0.47). Social contact seems to be varied and depends largely on the role undertaken 
by lhe volunteer in the organisation. Factors such as the personality of the volunteer and 
their reasons for volunteering, whilst not the subject of data collection, may also have 
innuenced this aspect of the interaction between volunteer and supervisor. In 
Organisation 6, for example, there are many volunteers who never attend head office, and 
whose activities are local, self driven and require only occasional telephone or mail 
contact. This is part of the manner in which the organisation operates and is one of the 
choices offered volunteers (Group 6; Interview 6). 
In Organisation I, for example, there are facilities for tea and coffee, breaks are 
encouraged and the paid and volunteer staff mingle in the designated area. A sign 
indicating that volunteers are not expected to pay for their tea and coffee was not 
mentioned by anyone at any point but was obviously adhered to by paid staff. In 
Organisation 3, the volunteers enjoy morning tea with the clients (Group 3 ), and in 
Organisation 4 there were observations by some volunteers about the fact that the 
volunteers were not to go into the staff lunch room (Group 4). The reasons for this ruling 
are known by volunteers ~ that is to allow staff respite from contact with clients, some of 
whom are volunteers, and to enable staff to discuss clients in confidence when necessary. 
This is not necessarily accepted by some volunteers (Group 4). 
6.7.3 Communication 
Regular contact newsletters are sent out to volunteers in Organisations 5 and 6, and were 
planned for Organisation 4. Organisation 1 has regular meetings and a dedicated notice 
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board specifically for volunteers. Organisation 5 has regular briefings for group leaders to 
which all volunteers arc welcome, and regular sessions for both briefing and social 
interaction amongst volunteers. Organisations I, 3, and 6 have facilities available for 
volunteers and paid staff to mix socially for morning coffee. Social interaction anµ 
communication with other staff in Organisation 4 was perhaps somewhat influenced by 
the cultural and organisational constraints which seemed to separate "them" from "us", a 
factor which was not apparent in other organisations. In one of the workshops volunteers 
reported being included in regular briefings which included all staff both paid and unpaid, 
at which everyone reported progress on projects and future plans. Such a meeting created 
a feeling of inclusion in the organisation (NVW Workshop 2). 
In all the organisations the volunteer co-ordinator was seen by the volunteers as being 
easily accessible and approachable. 
6.7.4 Organisational culture and the psychological contract 
In Organisation I the volunteers spoke highly of the person responsible for them, of the 
staff who undertake their direct supervision, of each other and of senior management in 
their section of the organisation. 
Free response data from the questionnaires: 
"Volunteers in this organisation are very well treated, appreciated and 
have friendly relations with all staff members from top to bottom. We 
are free to discuss anything with them and social occasions are 
provided for friendly interchange." (Free response 1) 
was supported by interview data: 
"I think that from the boss [name of director deleted] down, all the 
paid staff are very supportive of the volunteers and [name of director] 
has said quite categorically, that as far as he is concerned there is no 
difference between the volunteers and the paid staff. We are all 
working together with a common purpose and they treat us very well." 
(Group 1). 
The atmosphere in this organisation was described by volunteers as being "very good" 
and "excellent" (Group I). 
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An illustration of the role this positive culture plays in the feedback environment was the 
belief by volunteers that they do not comment on or criticise the perfonnance of others 
and the observation of the co-ordinator that, in fact, they do, but that they do it in such a 
way that it is never negative, is always encouraging and is part of the good 
communication between volunteers: 
'"'No! I wouldn't say anything, because mainly I wouldn't know that 
they were going offtrack. I wouldn't know what they were actually 
doing unless I came up to their shoulder and looked .... Maybe they 
just have a specimen in front of them. The other day, when I was 
doing my work, a new volunteer, virtually a new volunteer, asked if I 
would help her do the procedure of boiling up, and I said ·yes. 
Certainly, I will show you how you go about it."'(Group 1). 
The response of their co-ordinator was a very surpdsed "but they do" (Interview I). The 
discussion which ensued with the interviewer recorded an observation that perhaps the 
view of the volunteers, that they do not comment adversely on the work of others, is 
because the communication environment is so friendly and supportive. 
In Organisation 3 the atmosphere was described as being like family both in the free 
response data from the questionnaires "they all enjoy their work and it's a FAMILY 
[emphasis in speech noted in transcript] atmosphere" (Free response 3) and in the group 
interview: 
'
1Not only what we do to the clients, but I suppose if one of us has a 
problem, the others are there saying they want to help the person, it is 
a real family, but I hope not only a family to all of the patients it is a 
real thing between us. We are always there for the others and they are 
always there for you." (Group 3). 
Organisation 6 seemed to have a different feel to it, but one of a strong culture 
nevertheless: 
"I think a lot of it is basically just to do with the full-time staff 
members just being so accepting and so ... no real expcctations,just if 
this is what you can do, then great. You know thanks very much for 
your help. [and from another]: Interaction, co-operation, it is very 
good. [and a third] they always have time. No matter how busy they 
are, you know they could be swamped under with work but they 
always have time for you. And, back to the second, I guess because 
they value the volunteers as much as themselves" (Group 6). 
'"I don't ever have the feeling that there is [sic] first and second class 
citizens, and I think it is not just the vo I unteer manager that ensures 
things like that, but every body on our staff." (NVW workshop 2). 
Organisation 5, however, had a different cultural message for some of its vo I unteers. 
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Despite the positive relationships between volunteers, and with the co-ordinator, one 
volunteer felt that senior management had sent a clear message by not putting full time 
relief into the co-ordinator's position while the co-ordinator was seconded to other duties: 
"the organisation has spat on the volunteering programme" (Group 6). This view was not 
considered by the co-ordinator to extend to all volunteers, and he suggested it was 
perhaps a legacy of earlier problems with the programme (Interview 6). 
Organisation 4 had sent mixed messages to its volunteers with some being of the strong 
opinion that there was a very strong delineation between "them and us" which was 
imposed from above: 
"The powers that be don't listen, .... [interjection] Not everybody 
was asked ... .lt was really not worthwhile giving an opinion because 
they took jack shit notice ofit anyway. In this society you have got 
your running people that make decisions and it sticks, and you have to 
blend in because you are only a volunteer anyway. [interjection] 
Don't you ever say that. Only a volunteer. [response] I mean to say I 
look at it in the sense that you are only a volunteer. You know they 
ask your opinion, like you said what is the good of opening your 
mouth they take jack shit, so you know this what I am saying. We are 
volunteers .. [interjection] And members, don't forget that ... "(Group 
4). 
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There was even a description of the building having a line down the middle. Some of 
the discussion examined parts of the building into whkh volunteers and members arc not 
welcome, the staff lunch room for example. The issues of respite for staff from contact 
with members who might also be volunteers and of confidentiality of discussions 
between staff about members were given as the reason for the delineation having been 
introduced. This reasoning did not seem to be appreciated by those volunteers who had 
expressed concerns about this factor. Many of those who expressed concern were in fact 
dual role volunteers who were also members of the organisation. This view was not held 
by all the volunteers, and the co-ordinator whilst recognising the problems, felt that 
efforts had been made to overcome them. 
It was from these two organisations that the most dissatisfaction with the handling of 
perfonnance problems seemed to emanate, however such dissatisfaction was not 
universal, nor was it sufficient to make the volunteers leave (Group 4; Group 5). 
Farmer and Fedor (1999) have recently determined that the "psychological contract" can 
play a significant role in the participation and turnover rates of volunteers. The 
psychological contract is defined as "the set of reciprocal expectations between an 
individual employee and the organisation" (Stiles, Grattan, Truss, Hope-Hailey, & 
McGovern, 1997, p. 5 7). In the case of volunteers, Farmer and Fedor ( 1999, p. 3 62) 
argue that this concept is valid and that managers of volunteers can draw on its strength 
to manage the contributions of volunteers by paying attention to "what volunteers 
perceive them as obliged to provide", and to "provide ... symbolic support" for the work 
that volunteers undertake. They argue that such support takes the form of recognition 
and appreciation, an interest in the personal life and "the well being of the volunteer, 
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timely and helpful feedback [ my italics] on the results of their efforts, and providing a 
supportive social network of other volunteers." They further go on to point out that many 
volunteers' expectations included "an assessment of whether the organisation is 
providing suflicient resources (information, funds, training)" for the volunteer 
programme. These observations of Farmer and Fedor ( 1999) provide support for the 
findings of the current research with regard to the organisational culture and the messages 
the organisation is sending its volunteers. Colomy, Chen and Andrews (1987) found that 
vohmteers have expectations that their work will be well organised, their voluntary status 
acknowledged, and their work valued. There is evidence that some volunteers interpret 
the actions and decisions of the organisation as messages about the volunteer programme 
which might be contrary to their expectations, and that the organisational culture might 
constitute part of these messages. It is argued that the organisational culture might be a 
significant part of the psychological contract between volunteers and organisations, and 
that this is an area for further research. 
6.7.5 Feedback seeking behaviour 
A further aspect of the feedback environment is the efforts of volunteers to seek feedback 
as and when they need it. It became apparent during the group interviews, and from 
some of the free response data in questionnaires, that there were many volunteers who 
actively sought feedback. This seemed to be something with which they felt comfortable. 
·~ ... and I know that if I strike a difficulty, that I often do, that I can go 
straight to [ staff member named and position identified]. I have no 
trouble there, and he will just give me the answer or tell me where to 
look ... " (Group 1 ). 
"There is a colleague that I never hesitate to ask for feedback and she 
never hesitates to tell me there are things that I need to know. So I 
believe that there is a good working relationship." (Group 3). 
"I would go and tell somebody and say 'this isn't working. What is 
going wrong?' You would generally go to someone who is a bit 
further up than you." (Group 3). 
"I just ask what do you want me to do, and she just gives me a task 
and I go and do it." (Group 4). 
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Occasionally volunteers find that feedback or information seeking is not always possible: 
"And ifwe can't find somebody .... we don't just sort of have a barrier, 
we just wander along and help ourselves, and it all seems to work 
doesn't it?" (Group 3) 
"There should always be someone available. This is not the case here. 
It is not the fault of the co-ordinator as she is only part time, and has 
many people to deal with" (Free response 3 ). 
The availability of someone to ask when uncertain was of concern to co-ordinators: 
"I think that would probably be quite a relevant criticism of most 
organisations because everybody is so busy doing their task and if the 
volunteer co-ordinator, and I am sure that is often the case with 
volunteers "well who do I speak to?" You know ... " (NVW 
Workshop I). 
"To support them as the situation arises. 1 always pass them on to 
supervisors and people like that, and I always say 'but if you 
[volunteers] have a problem and I am not here you go to this 
particular officer,' but often they are out ( undertaking a specific task] 
or whatever and they are not in the office so I think sometimes, I think 
that is relevant in our organisation." (NVW Workshop 1). 
All of the co-ordinators interviewed indicated that they tried to make themselves 
available to volunteers who had concerns or queries, and that they also tried to make sure 
that supervisors or group leaders had sufficient information to adequately brief the 
volunteers assigned to work with them. Volunteers indicated that occasionally these 
systems break down and, for example, they came in to find there was nothing for them to 
do (Group 4) or that they did not hear from the person who was expected to brief them 
(Group 5). 
There has been considerable research done by Ashford and her associates in the area of 
feedback seeking behaviour amongst paid employees (e.g. Ashford & Northcraft, 1992). 
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This research has shown that employees' feedback seeking behaviour is influenced by a 
number of factors including impression management (Ashford & Northcraft, 1992). 
Ashford and her associates explored the role of feedback seeking in employee 
perfonnance and motivation and found that "managers need to design work contexts that 
decrease the apparent impression management costs of seeking feedback" {p. 35 I). 
Feedback seeking has been found to increase people's impressions of superior 
perfom1ers, but that poor performers are often reluctant to seek feedback for fear of being 
perceived as weak or ingratiating if they do seek feedback, and having to operate without 
information if they don't. Ashford and Northcraft ( 1992, p. 331) warn that the negative 
feedback poor perfonners might obtain also affects self esteem and self efficacy, thus 
complicating the picture. The creation of a work context which encourages poor 
performers to seek feedback "unencumbered by impression management concerns" (p. 
331) is one which might also apply to volunteers. The motivation to volunteer, and to 
continue to volunteer, might be linked with the feedback seeking process. 
6. 7 .6 11 Appraisals" 
Whilst this study did not examine the use of perfonnance appraisals per se, the issue 
arose on a number of occasions and was of great interest to workshop participants. The 
issue of appraisals is a sensitive one, and the existence or otherwise of an appraisal 
system may have a significant influence on the feedback environment. Many of the co-
ordinators have either contemplated some form of appraisal or commenced 
implementation. The balance between the special nature of the organisation's 
relationship with the volunteer and the need for the organisation to make sure its 
volunteers are effective, efficient and accountable is a delicate one. 
"This is why we are so careful ... this is the difference. The paid 
employees have to have the performance appraisals, the volunteers 
don't, well they don't think they have to .... " (NVW Workshop 2). 
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In one organisation a regular renewal of the confidentiality agreement is becoming a 
vehicle for reviewing job descriptions and discussing allocation of duties (Interview 4 ). 
This could be a vehicle for an informal discussion of performance if the need arises, and 
options such as reallocation to different duties might be an outcome of such a discussion. 
In Organisation 5, however, regular submission of papern·ork by volunteers is one of the 
few mechanisms available to the volunteer co-ordinator to monitor performance, and this 
is an area where some volunteers are haphazard (Interview 5). The introduction of 
papernork associated with the appraisal process is a burden many volunteers might 
resent. Vanstien (1999, p. 35) suggests that some volunteers will occasionally see the 
implementation of policies, procedures and guidelines, such as those involved in 
appraisal, as '"a threat, a waste of time, or simply too much paperwork" which can in tum 
lead to disinterest, or demotivation. 
In Organisations 3 and 4, an annual evaluation of the volunteer programme as a whole is 
conducted. In this process, data is collected from a variety of sources including the 
volunteers, about the positives and negatives of the volunteer programme. This 
information is used to implement changes suggested by respondents, and to identify 
problem areas (Interview 3, Group 4). 
The introduction of evaluation of a whole programme is the vehicle suggested by Gaston 
(1989). Gaston reports the introduction of a performance evaluation programme into an 
existing volunteer programme. She suggests that self evaluation is possibly the least 
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threatening first step in a three stage programme developed over three years. She warns 
that programme evaluations which generate infonnation about the programme must be 
accompanied by a commitment to follow through on the information gathered. She 
advises extreme caution in the introduction of evaluation: "Change of any kind generally 
produces some anxiety, but when that proposed change involves evaluation, the anxiety is 
intensified. Easy does it. 11 (Gaston, 1989, p. 30). It is, however, the perspective of one 
volunteer (Medaugh, 1999) that evaluations can strengthen the volunteer's relationship 
with the organisation, and can be very helpful, particularly for longer assignments. 
Medaugh ( 1999, p. I 0) argues that "the first challenge is to determine which projects and 
volunteers will benefit most from formal evaluation" and that the techniques for paid 
employees "can be borrowed and reshaped to be very effective tools" for use with 
volunteers. 
One option which is being contemplated in one of the participant agencies in this study, 
and which was discussed by the Co-ordinators' Network (September 1999) with great 
interest, is the idea of a renewal of commitment rather than an appraisal. This would 
provide an opportunity to renew confidentiality agreements, to offer training 
opportunities, to offer reassignment or reallocation to a new position, and where 
necessary to allow a volunteer who is having difficulty to save face by being allowed the 
dignity of resigning. The future focus of a renewal of commitment would also serve to 
help sever contacts with volunteers who have lost interest or whose time constraints have 
meant that they need to reduce their commitment. As discussed in relation to the 
foundation study (Section 3.4.2), the concept of a behavioural contract would then be 
possible, although the use of the term contract may have negative effects. 
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The concept of a renewal of commitment could, however, include commitments from the 
organisation, and the commitment renewal process could offer the volunteer the 
opportunity to express concerns and doubts about the organisation or its operations, or to 
indicate areas where they feel ill equipped or over burdened. Similarly, if they have other 
commitments which will require them to reduce their volunteer commitment, such an 
exercise is likely to prompt them to make a clear statement to that effect and this might 
reduce the number of volunteers who simply drift away. It might also offer the 
possibility of a satisfactory closure to the volunteer efforts of the individual. 
Finally, the renewal discussion or interview could offer the opportunity for expectations 
about standards of behaviour, performance expectations, changes in procedures or 
potential opportunities for reassignment and reallocation to be raised with the volunteer. 
This is an idea which could benefit from further exploration, especially in consultation 
with volunteers who might be the beneficiaries of such a programme. 
6.7.7 Longer term volunteers 
In three of the organisations, and in discussions during the workshops, it became apparent 
that in some organisations there was a distinction in the relationship with the organisation 
between those volunteers who had been with the organisation longer than the co-
ordinator and those who had joined the organisation after the co-ordinator had 
commenced work. 
"(with] the new volunteers, if you start them off saying 'this is the 
paperwork we require' they are fine, they are accepting. The problem 
is the volunteers we have had for 8 - 10 - 20 years, and all of sudden 
you are saying to them 'come and have a sit down1• They have never 
been sat down and said ... how do you feel, it has never happened to 
them in 8 years so it is like you are dealing with two different types of 
volunteers. The new ones, yes it is not a problem because they know 
what their expectations are, but is it getting the old ones. [interjection] 
Perhaps this is something you have to learn to live with, and treat 
them in two different ways. [response] That is what we arc doing." 
(NVW Workshop 2). 
In the organisations studied, this view was influenced by the changes that had been 
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introduced into the management of the volunteers, and into their recruitment, selection, 
placement and training, by the, at one time new, co-ordinator. It also reflected the 
changes in the programme which had involved the appointment of the co-ordinator. 
The changes introduced by the "new" co-ordinator in each case were part of the new 
approach to volunteering which has accompanied increased governance requirements, 
and the need to better manage volunteers due to the competitive recruitment opportunities 
out there. In some cases this has caused discomfort for the older, or longer tenn, 
volunteers. 
The changes, however, do not seem to have created any animosity toward the co-
ordinator, but there are echoes of the previous relationship between the organisation and 
the volunteers. Both volunteers and co-ordinators referred to what it was like before the 
co-ordinator was appointed. In the case of the volunteers this was largely related to the 
changes that had been introduced by the "new" co-ordinator, such as the introduction of 
duty statements, and new training materials. In the case of the co-ordinators reference 
was made to some of the "history" accompanying some of the longer term volunteers. 
This included some element of resistance to change, 
"I think it comes down to uninformed volunteers perfonning tasks in a 
lot of cases and again reluctance to change with upgrades with the 
way in the past workers have perform a particular task." (NVW 
Workshop 1), 
but more often to previous arrangements which were no longer relevant but which had 
enduring outcomes for the co-ordinator: 
"Changes that had come across, particularly charitable industry .... 
and the increased requirements for statistics and all those sorts of 
things, the changes that have taken to place in organisations and 
volunteers need to adapt to that and sometimes they don't. They 
don't recognise the move, they don't recognise the pressures" (NVW 
Workshop 2). 
The external pressures faced by organisations were varied and whilst there were some 
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which were specific to the organisation or the sector in which the organisation operates 
(e.g. accreditation of nursing homes) many were experienced across all organisations. 
Funding, accountability, recruiting, contracts and competition were accompanied by 
technology, and greater demands from both clients and volunteers. 
The issue of the longer term volunteer who is to some extent unaware of the changing 
external envirorunent, or at least is comfortable with the previous environment, is 
regarded a,;; a sensitive area by the co-ordinators. Concern and regret were both 
expressed about this situation. In all cases the volunteers who had been recruited prior to 
the "new" co-ordinator were regarded as having knowledge, skills and experience which 
are a valuable part of the volunteer programme. There was discussion in one of the 
workshops about how to convince volunteers of the need for some of the more 
bureaucratic changes being introduced across volunteering, for example: 
"Passing on information to volunteers in information sessions, 
educating volunteers to go along with the changes that are coming up, 
that is very important. [second speaker] just a note in a hand over 
book is not sufficient, it must be more than that [ and a third] The 
Board of Management needs education in many cases. That is the 
trouble where I am. (NVW Workshop I). 
Vanstein (1999, p. 37) points out that there is a need for much of the change that the 
longer tenn volunteers might find burdensome, and that "today's professional volunteers 
can no longer expect to avoid necessary administration, ... and need to keep in mind the 
responsibility the co~ordinator and agency have to the volunteers themselves." 
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As the organisations change to keep pace with the changing world around them it may be 
necessary to ensure that the longer term volunteers arc considered and invited to 
participate in the change process. 
6.8 Reassignment, Separation and Dismissal 
Volunteers seemed to know little about what happens when a volunteer leaves. Co-
ordinators indicated that they would always be reluctant to have to dismiss a volunteer, 
but that on occasion this did happen. Indications are that reassignment to another task 
which might be more suitable, was usually the first option when a problem arose. 
"You can do that more easily with volunteers because you can move 
them around the organisation a lot more. It 1s, you know, depending 
on what they are interested in doing. I mean if they are in this 
particular role and it is not quite working out for them then you can do 
that. You can say 'how about this?' And 'have you thought about 
this?' and slowly move them into a different area. You can't 
necessarily do that with paid staff. They are in a particular role and it 
is not as easy to move them around." (NVW \Vorkshop 2). 
Co-ordinators often felt helpless when a volunteer left in unhappy circumstances, either 
because they were dissatisfied or because they had to be asked to leave. 
In Organisation 5 some of the volunteers feel the co-ordinator should be more rigorous in 
severing the relationship between the organisation and a volunteer who is not 
contributing as they should. The Organisation 5 Co-ordinator, however, chooses to 
follow through on inappropriate behaviour as a higher priority than declining activity, 
and to have the volunteer agree to resign from the volunteer programme, rather than 
effect a dismissal (Interview 5). In one organisation there were occasions when the co-
ordinator was placed in the position of severing the volunteer relationship without 
revealing the reason: 
· .. · .. 
''Yes, and in Ont: occasion I did not agree, in fact in two occasions I 
would not have done it, but my hand was forced. It came from a 
higher authority and I was asked to ask them to not come back. The 
reasons given were not I believe .... This is confidential? 
[in tervicwer] 0 h! yes. [ speaker continues] ... were not the true reason 
I had to give the volunteers, that were the reasons that were public. 
So I was put in a very ... nothing in writing just I was told that was 
what I had to do, and that is what 1 did. But that then of course there 
was a lot of flack that rebounded back onto me so I now had to find 
another position for that volunteer. There is nothing here for them 
because they have a disability and they are not able to do any of the 
work that is involved here. It also involved the CEO, so it really went 
to quite a high level [material deleted]. But I did not have to give the 
reason why, I just had to tidy up the pieces and make that person feel 
they were worthy. That they were not being asked to leave because 
they were not valued as a volunteer. They were not needed in that 
department any more. That is really what it was and in truth it was a 
personality clash within the department which is just on the rebound." 
(Source concealed by agreement). 
Such requirements from higher up in the organisation do little to enhance the co-
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ordinator's relationship with the volunteers, and can serve to undermine the considerable 
good work being done by the co-ordinator. 
As discussed previously, the literature, other research and the foundation study, indicate a 
reluctance to dismiss volunteer amongst co-ordinators and managers. The processes 
involved are fraught with emotional difficulties, not only for the volunteer being 
dismissed, but also for the person charged with the unenviable task of carrying out the 
dismissal. The prescriptive literature indicates that the concept of "firing" a volunteer is 
not new (Williamson, Rehnborg, Disney, Washburn, & Roberts, 1979), and has persisted 
as a difficult topic for managers and co~ordinators (Park, 1984). Lundin ( 1996), whilst 
acknowledging that there is no way of making the process pleasant, offers a fair and 
straightforward approach not unlike the dismissal procedures recommended for paid 
employees by the Human Resource Management literature (e.g. Cascio, I 998). She 
suggests that prevention of poor perfonnance is a far better option. 
· .. _ ... · .. , .. · .... -... 
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6.8.1 Dual role volunteers 
Some organisations reponed experiencing difficulties with volunteers who have dual 
roles in the organisation - for example the volunteer who is also a member or beneficiary, 
or the volunteer who also makes substantial financial contributions to the organisation. 
In times when rapport, perfonnance and relations are good the dual role poses no 
problem for the organisation. When perfonnance declines or relations and rapport 
deteriorate, very difficult conflicts can occur. In Organisations 3 and 6 the dismissal of a 
volunteer can be complicated by the member/volunteer or donor/volunteer relationship 
and the co-ordinator can be the one having to work on maintaining one relationship 
whilst ending the other (Interviews 4 and 6). In the instance of the member whose 
performance declines, when the organisation decides to have the volunteer relationship 
terminated, the fact that the member must still be allowed access to the services of the 
organisation and therefore still interact with everyone can cause some serious conflict. In 
one instance: 
"The person still came in to the department from which they had been 
dismissed and proceeded then to be a consumer from that department, 
which they were entitled to, but would spend extraordinary lengths of 
time being in that department. They were just a very long term 
consumer. Lets just put it that way. They had valid reason to be in the 
area. They had legitimate reason to be there. So they were to all 
intents and purposes looking as if they were still in their volunteering 
capacity. [interjection] So other people that were coming in would 
still expect them to be there. and still be a volunteer? [first speaker] 
Well, yes, it was not apparent to the client that this person had 
actually been dismissed. So for all intents and purposes it looked like 
they were still volunteering in that department. .. " (NVW Workshop 
1). 
'This problem is not confined to 011e organisation: 
"I have the same situation with members being volunteers and 
members having privileges in the organisation, so effectively I can't 
dismiss a member volunteer, because they can walk into the 
organisation at any time under their membership." (NVW workshop 
I). 
Nor is it confined to members: 
"We have a lady who is doing volunteer work who is also a major 
donor ... that is a major donor as well was a volunteer, came in here to 
do some work, a lady who is used to very much being in charge was 
working with her to tell her how things needed to be done and through 
the day, for whatever reason, there was this sort of mounting tension 
which resulted in an explosion and the lady sort of spitting the dummy 
completely and walking out saying 'this is ridiculous'. (Interview 6). 
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This does not appear to be an area which has been investigated. It is likely that there are 
many more combinations of dual role volunteers, such as the grass roots volunteer who 
also holds a place on the board of management (or did previously) or the active volunteer 
who is also A riaid employee. The Co-ordinators' Network (September 1999) explored 
options such as a written delineation of roles and behavioural contracts but did not reach 
any consensus on this issue. 
6.9 Conclusion 
It is apparent that organisations are using feedback with volunteers. It is also apparent 
that in addition to this being a valuable management tool it is part of a more complex 
picture. The most important aspect of this picture seems to be that the environment in 
which the feedback process occurs underpins all other aspects of the processes of 
performance management. This chapter has presented the findings of the study in a 
thematic form. Chapter 7 discusses these findings in relation to the research questions 
and examines the implications for research, policy and practice. 
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CHAPTER 7: DISCUSSION, IMPLICATIONS AND CONCLUSIONS 
7. 1 Introduction 
This chapter discusses the findings outlined in Chapter 6 and the implications of these 
findings for research, policy and practice. The discussion is intended to both guide and 
infonn practitioners and stimulate debate. It is also intended to serve as a basis for 
further research. The use of a largely qualitative approach in this study has allowed 
exploration of related issues to develop a contextual view of the use of feedback to 
manage volunteers, and has allowed the development of a picture which might otherwise 
have been obscured by the use of quantitative methods alone. This picture includes 
identification of the broader feedback environment including the organisational culture as 
a central contextual element in the successful use of feedback in the management of 
volunteers. It commences with an overview of the issue of the application of management 
theory developed with the paid workforce to the management of volunteers. 
7.2 Application of management theory to volunteers 
Lafer and Craig (1993) outlined the following strategies to reduce the turnover of 
volunteers: 
)> improved recruitment and selection procedures 
)> better training and 
)> better supervision and support. 
The ABS survey on voluntary work in 1995 identified that in Western Australia whilst 
.. most (62%) volunteers had no concerns about their volunteer work (Rosenberg~Russell, 
· 1995) of those who did have concerns (38%), lack of support (13.8%), was the main one. 
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Interestingly "amount/adequacy of supervision" was of concern to only 3% of volunteers. 
It appears support and supervision are not regarded by volunteers a<; the same thing. 
The findings from this research indicate that volunteers do not wish to be managed as if 
they were employees, but that they do expect their work to be well organised. This 
research supports the view that co-ordinators and managers of volunteers have found that 
there is much that is known about managing a paid workforce, which can be utilised in 
the management of volunteers. Such practices, however, might benefit from being 
tempered by the special "nurturing" aspect which has been identified as an important 
element of volunteer management. 
The bureaucratic requirements which have evolved due to the increasingly complex 
nature of the legislative and funding requirements which govern voluntary work mean 
that there is an increasing demand from the top for better organised work, and the 
competition for volunteers means that agencies must offer their volunteers a well 
organised environment which meets individual needs. Such a finding is supported by 
recent findings in the UK which indicate that: 
organizations can no longer afford to treat volunteers as well 
meaning amateurs, but need to give them skills to the point where 
they emerge as trained, professional, unpaid members of 
sta/f. .. [However, if is also clear that] tensions between 
managerialism and volunteerism emerge and alienate the 
volunteer wor!iforce (Cunningham, 1999, p. 21). 
To avoid the alienation of volunteers, special consideration needs to be made of their 
voluntary status and the "nurturing" approach to management may be that which serves 
to meet this need. 
It can be argued that the use of feedback is one area where this applies. 
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7.3 Discussion of the findings relating to the research questions 
This study examined the use of feedback in the management of performance of 
volunteers. It aimed to gain insights into this phenomenon and describe and identify 
patterns in how feedback is used in practice across participant organisations. The study 
explored elements of poor volunteer perfonnance as defined by respondents and their 
views on key factors which might influence the successful use of feedback in managing 
poor or declining performance by a volunteer. 
The investigation of the subject was premised on three research questions: 
The objective of this study was to examine the use of feedback in the management of 
perfonnance by volunteers. The foundation study indicated that feedback is used as part 
of the broader Human Resource Management processes in the management of volunteers. 
In the absence of significant prior research, this study aimed to gain insights into this 
phenomenon and to describe and identify patterns in how it is used. In order to achieve 
this primary objective three subordinate objectives were identified: 
To identify what is perceived as "poor performance" by volunteers and volunteer 
managers and co-ordinators. 
To identify the nature of feedback received by volunteers about their performance. 
To identify how feedback is used in the participant organisations to manager the 
performance of volunteers. 
To identify the elements of feedback identified by volunteers and volunteer managers and 
co-ordinators as influencing performance outcomes. 
In order to address these objectives the research focussed on the following research 
questions: 
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What do volunteers and volunteer managers and co-ordinators perceive constitutes 
poor performance by a volunteer? 
This question sought to identify what volunteers and those who manage or co-ordinate 
their activities classify as poor performance in order to provide a context for the 
examination of the management of performance. 
What is the nature of the feedback given to volunteers? 
This question examined the feedback process, the level of information and training 
provided to volunteers, who provides feedback on performance and the setting or context 
in which it occurs. 
By addressing these questions the research attempted to establish: 
How is feedback used in the management of poor performance by volunteers? and 
What are the elements which are perceived to influence the outcomes of the use of 
feedback to manage the performance of volunteers? 
The issues examined included: the perceived problems associated with providing and 
receiving negative feedback, and the consequences. The effectiveness of feedback in the 
management of poor performance was not be measured, but the perceived effectiveness 
was examined in the context of this question, as was the context or environment in which 
such feedback is provided 
The discussion which follows addresses these questions, and leads to a discussion of the 
implications of the findings for research, policy and practice. 
7.3.1 Performance problems 
The study has identified that performance problems are experienced in the management 
of volunteers. Many of these are day-to-day management issues such as communication 
and briefing, and to a large extent cause anxiety for the manager or co-ordinator. There 
are, however, particular performance problems and particular categories of v~iunteers 
whose situations present dilemmas for the co-ordinator or manager of volunteers and 
.· which can be the cause of much concern. 
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The performance problems reported to be experienced when managing volunteers 
included absence without contact, tardiness, failure to pass on infonnation, breach of 
confidentiality and conflict with staff or clients. More importantly, however, problems 
with communication and personality "clashes", inappropriate behaviour, and declining 
performance due to age or illness (which increase safety risks or increase the burden on 
the co-ordinator in terms of time or support) are of most concern. Managers and co-
ordinators seek to offer a fulfilling experience to their volunteers whilst utilising their 
services in the best manner possible for the respective organisations. These performance 
problems can inhibit the ability to care for volunteers as a group and address the needs of 
the individual volunteer at the same time. 
These findings are in agreement with the literature in that the types of performance 
problems identified are not unique to the organisations studied. Issues such as retiring the 
older volunteer when service is no longer possible (e.g. Cook, 1992), outlining the case 
for releasing a volunteer (e.g.Lundin, 1996) and dealing with performance problems (e.g. 
MacKenzie, 1988) have long been discussed in the practitioner literature. There is an 
element of apparent contradiction, however, in that there is also literature advocating 
"supported volunteering" (Woodside & Luis, 1997) and non-disclosure of special needs 
(Rebeiro & Allen, 1998), as well as material advocating the promotion of volunteering to 
older persons (e.g. Caro & Bass, 1997). The ideas are not entirely contradictory. 
Ultimately the same goals of recruiting and retaining volunteers in meaningful work are 
sought. The contradiction arises in that the promotion of volunteering to groups such as 
those with special needs, or to older persons, does not necessarily take into account the 
difficulties which may arise. Managers arid co-ordinators of volunteers need mechanisms 
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to prevent as many potential performance problems as possible, and to be able to handle 
those which do arise with dignity and professionalism. 
7.3.2 The nature of feedback given to volunteers 
Volunteers receive feedback from supervisors and co-workers both paid and unpaid, 
from clients, from each other and from the work itself. The most important sources 
identified by volunteers were the client and the supervisor. Volunteers receive 
recognition of their efforts in both formal and infonnal ways. 
Certificates of appreciation, celehratory functions and awards and prizes are traditional 
methods for recognising the work of volunteers. Whilst these were not particularly noted 
by volunteers, a perceived reduction in the awards was, thus indicating that these are 
important aspects of the recognition process. Expressions of thanks from clients and paid 
staff, as well as other volunteers, were identified by volunteers as being important. 
Many volunteers reported not having received feedback that they identified as negative 
feedback. Occasional instances revealed that where negative feedback was inexpertly 
delivered it was noticed, and feedback which makes the volunteer feel uncomfortable was 
remembered, but that in the main feedback or assistance which is offered as part of the 
daily exchange about the volunteer work was not categorised as feedback by the 
volunteers. 
Most volunteers expect to be advised when they need to do something differently. Most 
volunteers expect to help out a fellow worker who needs a hand to get things right but do 
not identify this as feedback, merely as part of the spirit of helping which accompanies 
their role. 
The study identified four groups which emerged from amongst the volunteers with regard 
to feedback perceptions: 
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};:, Those who are happy with cuffent level of feedback and do not feel they need more. 
>" Those who want more feedback. 
>" Those who are not really interested in feedback. 
};:, Those who expect that they will be told if they are not perfonning, but who have not 
had experience of this. 
Similar groups were recognised by the co-ordinators. There is a possible link between 
the need or desire for feedback and the individual volunteers' motivations for becoming 
and remaining a volunteer. Improving the feedback given to volunteers is likely to be 
related to the type and nature of the work being undertaken, the type of volunteers the 
organisation wants to attract and retain, and volunteers' personal needs with regard to 
feedback. Some volunteers have indicated a preference for more feedback and more 
information, whilst others do not feel that they need this. Feedback seeking behaviour 
may need to be encouraged by organisations for those volunteers who feel they need 
more information. 
Most of the volunteers surveyed had received briefing and training in the roles and 
responsibilities they were expected to undertake. Some felt that they would like to have 
more information about changes in the organisation or results of some of their activities, 
but the·overall ratings by volunteers of feedback from both supervisors and co-workers 
indicated that feedback levels and quaJity were rated by the volunteers as good in the 
organisations studied. 
There is limited literature on the use of feedback in the management of volunteers. Some 
authors (e.g. AHen, 1987; Noble, 1991; Penn, 1990) suggest that there is a reluctance to 
· monitor and provide feedback to volunteers on perfonnance, and sometimes these are 
completely absent. MacKenzie (1988, p. 11) and Allen ( 1987) suggest that feedback 
.·. ·. should be an integral part of the management process. The advice of the prescriptive 
. '·.'·.·· .. · . . . 
literature. developed from the experience of the authors in working with volunteers, is 
borne out by the findings of th is research and that of others (e.g. Adams & Shepherd, 
1996). 
7.3.3 The importance of the context in which feedback occurs 
Adams and Shepherd (1996, p. 381) suggest that '"sometimes the message is less 
important than the context in which it is spoken" referring to the need for ''clear and 
publicly stated policies and expectations for conduct". 
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The broader feedback environment was found by this study to play a major role in the 
feedback process. Whilst the source, message and recipient responses are all important 
factors, the context in which the feedback occurs serves to facilitate or hinder efforts at 
effective feedback. For example, the credibility of the source may be undermined if the 
source is not seen to be receiving adequate support from other parts of the organisation. 
The unspoken message to the volunteers as to how valued they are can be transmitted by 
policies and norms which fail to validate the words of the volunteer manager or CO· 
ordinator, or the supervisor. Ineffective training and briefing or poor communication of 
activities within the organisation can have the same effect. The valence of certificates of 
recognition or annual prizes can be reduced where ~'problem" volunteers are not seen to 
be managed appropriately by the organisation and where they too are recipients of the 
awards. 
On the other hand the inexpert handling of a particular situation may be forgiven if the 
overall feeling or culture in the organisation is one which values the contribution of 
volunteers and includes them part of the team in the organisation. The concept of a 
feeling of inclusion is confirmation of the identification by Mason ( 1984) that 
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volunteering encompasses special qualities which need to be preserved in the move 
towards "professionalisation" of the field of volunteer management. It also further 
complements the argument that the importation of management theory should not fail to 
recognise the need for the "'nurturing" of volunteers. 
The concept of the psychological contract is also valid in this context. The recently 
published work of Farmer and Fedor ( 1999, p. 362) confinns the special relationship 
between the organisation and the volunteer. They conclude that "volunteers link their 
participation to their perceptions of how well the voluntary organisation meets its 
obligations" in tenns of organisational support. Such organisational support is said by 
Fanner and Fedor (at p. 362) to include "recognition and appreciation for work done, 
personal interest in the life and well-being of the volunteer, timely and helpful feedback 
on the results of their efforts and providing a supportive social network of other 
volunteers." 
Overwhelmingly, the research highlights the importance of the feedback environment, 
which includes the organisational culture, in the management of perfonnance by 
volunteers. Where the culture is one of inclusion, and volunteers are an important and 
integral part of the organisation, where they feel valued and recognised and where the 
communication is good, feedback is an integral part of the bigger picture. In such a 
setting the new volunteer receives support and encouragement, and anyone who needs 
assistance receives it as part of the relationship with paid staff and other volunteers. 
Volunteers experiencing problems, whether they are performance related or not, are able 
to receive advice and support without this becoming a burden to them or to the 
' ' ·. ' organisation. 
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Where the culture is divisive, or is perceived by some to be a "them and us" culture, all 
support and assistance roles Fall to the volunteer co-ordinator, and the volunteer can feel 
undervalued, or unappreciated, and what might constitute a small matter in one 
organisation will become much larger in others. 
It is apparent that organisations are using feedback to a large degree. It is also apparent 
that there are specific performance problems including the decline of performance due to 
age, or illness and certain categories of inappropriate behaviour which are impediments 
to effective performance which feedback may help to address. Co-ordinators and 
managers of volunteers need to be supported in the development of policies, tools and 
processes which minimise the problems which can be caused by having to deal with 
performance problems. There are certain categories of volunteer: longer term, short term 
and dual role volunteers, and those with high support needs; whose needs should be 
considered in the development of the policies, tools and processes to ensure fair and 
equitable treatment of all whilst minimising the complications for an already busy 
manager or co-ordinator. A programme such as an annual/regular "renewal of 
commitment11 offers a tool which allows for these problems to be addressed in a non-
threatening manner. 
7.4 The Influence of External and Internal Context on the Feedback 
Process 
The feedback process occurs in a unique environment which has a crucial role in the use 
of this tool. The environment has two aspects - the external environment in which the 
organisation or agency operates, and the internal environment including the culture of the 
organisation or agency. These are discussed in detail below. 
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7 .4.1 The Influence of the External Environment on Local Feed back Context 
At the external level many organisations face the same or similar pressures, and as these 
change over time, organisations which use the services of volunteers have to adapt and 
adjust to keep up the momentum and meet the various demands. External pressures are 
many, but the key pressures currently include: political pressures; community and social 
pressures; increasing regulatory and legislative frameworks; competition and funding 
constraints; and technological advance. 
Political Pressures 
The political pressures facing organisations which use the services of volunteers are not 
confined to the politics of the particular service, industry or sector in which they operate. 
Political pressures inclucle those coming from the roliing back of the welfare state and the 
increasing reliance on volunteers to take on roles previously undertaken by government 
or government funded services. Ever present is the pressure to ensure that volunteers do 
not take on roles which undermine the work of paid workers and thus arouse the 
opposition of unions. 
There is a need to balance activities designed to place pressure on government to take 
responsibility for services to the environment, to the health and welfare sectors, or 
education, with the need for the volunteer movement to provide many of these services 
where they are not provided by government. At times this puts volunteers and 
organisations in a position which constitutes a conflict of interest. 
Further, there are internal political pressures within the volunteer movement, which 
include the debates on terminology discussed in Chapter 2. Such internal pressures stem 
. 
not only from the disagreement and debate on terminology but from differing 
:,hilosophical views of the world, and in particular on approaches to markets, 
management, volunteering and the roles of government, business and community in 
service pro,y1s1on. 
Community and Social Pressures 
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Part of the pressure associated with reductions in government spending is the issue of 
contracting out, where agencies not only have to lobby government for funds and for 
recognition, but must compete in the market and offer services which are of a high 
quality to meet consumer demand. Such social pressures can be as simple as seeking to 
improve the public identity for their organisation or cause, or as complex as gaining 
recognition of the legitimacy of their organisation or cause in the face of social norms 
which state otherwise, or in volatile political context where other organisations or 
agencies are promoting opposing, competing or complicating arguments or views. 
Community and social support for an organisation increases its chances of gaining 
funding from both public and private sources and are often accompanied by a demand for 
greater accountability for actions. 
Increased Legislative and Regulatory Frameworks 
The social pressures associated with demands for increased quality standards and 
accountability for dollars spent, link to increased legislative and regulatory frameworks. 
Some of these are not confined to those organisations involving volunteers, and can be 
-ass_ociated with a reasonable level of uncertainty as to the specifics of the regulatory 
· framework (e.g. the Goods and Service Tax legislation). Some come from within the 
,industry or organisation in which the volunteers are operating, ( e.g. accreditation 
; standardsinaged care, and self regulation). Still more regulatory frameworks are 
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specific to volunteering, (e.g. the Volunteering Standards adopted by Volunteering 
Australia and its affiliates Volunteering WA, 1997 as amended, and volunteering codes 
of conduct). 
Many of these legislati\·e and regulatory changes arise from the social and political 
climate whilst others derive from the demands of risk management. Insurance 
requirements are placing increasing pressure on organisations to comply with more and 
more rigorous frameworks. Other legislative and regulatory demands accompany the 
financial demands placed on organisations and agencies by the increased competition for 
funding which means that funding sources require greater and greater justification of 
requests for funds, and greater reporting and accountability. Community and social 
pressures, however, demand that funds are put into service delivery and not into the 
administration of the paperwork, with the funding sources, both private and public 
requiring high levels of reporting and evaluation. 
Competition and FuP-:ling Constraints 
Competition for funds increases as the dollar amounts are reduced. Government 
spending cuts and a greater reliance on volunteers increases the competition for the grants 
available from government, and for the sponsorship and donor dollar. Competition for 
funds is accompanied by competition for clients whose needs they serve, and for 
volunteers R reliable, professional and appropriate volunteers who have no obligation to 
stay in an organisation and experience has shown that they will leave if they are not 
happy. The number of agencies recruiting volunteers means that volunteers have a 
. choice about where they will work, and that agencies need to "work" at retaining them. 
Funding constraints, however, mean that many agencies feel they cannot direct spending 
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lo their volunteer programmes and expect that the volunteers and their co-ordinators will 
continue on, despite limited resources and equipment. 
Technological Change 
Technological change. too. places pressure on agencies. With limited funds many 
agencies cannot afford to keep up with the rapid pace of change, but consumer demand, 
the demands of reporting and evaluating placed by funding sources and the competitive 
nature of the environment means that this must be considered a priority in order to 
survive. Funding and regulatory bodies expect to have information readily available. and 
clients or consumers expect to be able to have information and other resources quickly. 
Even those agencies without "clients" must keep pace with technology to remain 
competitive for funding, for contracts, and to be heard in their quest - what ever that may 
be. 
The Contingent Nature of the External Pressures 
The complex external environment varies in its constitution for different agencies - and 
the severity of the pressure changes over time. For some agencies the funding issue is 
cyclical, perhaps arumal or biannual, for others it is a day-to-day battle. For some 
organisations the political issues extend only as far as combatting or fitting in with the 
policy of the government of the day, and for others the fight is constant. Social pressures 
may appear to be less on the larger more well known agencies, but their relevance and 
their need to meet consumer demand changes constantly, whereas the smaller self-funded 
agencies need to find a niche to gain social acceptance of their cause or their clients. 
· Figure 7.1 delineates the pressures placed on agencies by the external environment, but 
cannot fully capture the complexity or variability of that environment. This complexity is 
increased by stakeholders often having more than one role, so that the volunteer is a 
client, or the funding source is government. and in some cases these roles can be in 
conflict. 
~ ~ Increasing legislative and regulatory 
framework 
.______, 
The Organisation/Agency 
Clients 
Employees 
Volunteers 
).;- Board of Management 
).;- Public 
»- Government 
Competition and ~ ~ funding 
constraints 
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Figure 7.1: External Contingencies Impacting on Organisations with Volunteers 
This external environment, whilst not having a direct impact on volunteer feedback, helps 
shape the unique environment in which volunteers are managed. Organisations have 
limited funds to put towards the management of volunteers, and in some cases this leads 
to an expectation on the part of management that the volunteer co-ordinator or manager 
should be a voluntary position, yet the external pressures placed on such a position from 
outside the organisation mean that this role is a demanding one and that volunteer co-
· ordinators or managers will soon bum out. In addition to the pressures from the external 
environment, there are internal pressures which make up the internal environment in 
which the volunteer programme operates. 
7.4.2 The Internal Environment 
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The findings of this research have focussed more on the internal environment than on the 
external pressures on organisations. As a context for the use of feedback to manage poor 
perfonnance the internal environment has a crucial role to play. 
Organisational Systems and Policies 
It is evident that it is insufficient to have the appropriate systems and policies in place to 
manage volunteer performance. The appointment of a dedicated volunteer manager or 
co-ordinator, the implementation of HR policies and practices in the management of 
volunteers, the funding of the volunteer programme and the espoused organisational 
support for the volunteer programme are a sound basis for the management of volunteers, 
but there are some hidden elements to the internal environment which play a key role in 
using feedback to manage poor perfonnance by volunteers. 
Organisational Culture 
This study has shown that the internal organisational culture is part of the feedback 
envirorunent. The organisational culture sends important messages about the volunteer 
programme in an organisation through both formal and infonnal mechanisms. The 
formal mechanisms include the funding of resources and staff support, as well as 
recognition programmes and faciJities. The informal messages, often stronger than the 
formal or overt messages, involve such things as the inclusion of volunteers in social 
events, or small reminders of the voluntary status of volunteers in the organisation. 
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One example from this study is the casual morning tea arrangements which include staff 
and volunteers mixing freely, and the small sign on the tea urn indicating that whil,;t tea 
and coffee costs 30c, volunteers can have theirs free. Such messages are reinforced in 
this particluar organisation by the CEO regularly expressing his appreciation of the 
volunteers and mixing with them in their work. This adds to the appreciative and 
inclusive atmosphere promoted amongst volunteers. Sometimes the messages are in 
conflict with each other. The espoused appreciation of volunteers and their efforts is 
undennined by the exclusion of volunteers from decision making or consultative 
processes - or by consultative processes being seen to be empty gestures, or by the failure 
to provide them with infonnation about the effect their work is having - such as 
infonnation about how much money has been raised, or who won the raffle. Such 
negative messages are compounded by practicalities such as the provision of separate 
amenities for staff to allow them to have respite from client contact where there are dual 
role volunteers ( client and volunteer) and therefore requiring separate staff amenities. 
Such practicalities can restrict actions to create an inclusive culture. 
The Psychological Contract 
The creatjon and maintenance of the psychological contract between the volunteer and 
the organisation can enhance the ability of the organisation to retain the volunteer's 
services, and to manage volunteer performance. The creation of an "inclusive culture". 
and a "nurturing" management style will contribute to this. The development of a strong 
relationship between the volunteer and the organisation wHI allow free and open 
communication in a feedback environment which not only allows feedback, but which 
.values it and the contribution it can make. 
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As has been previously stated, co-ordinators and managers of volunteers can draw on the 
strength of the psychological contract to manage the contributions of volunteers by 
paying attention to what volunteers perceive organisations should provide, and by 
providing "symbolic support11 for the work that volunteers undertake - including 
recognition and appreciation, an interest in the personal life and well being, and "timely 
and helpful feedback [my italics}" and a social support network (Fanner & Fedor, 1999, 
p. 363). 
t•N urtu ring" 
The message from co-ordinators is that there is a special "nurturing" aspect to managing 
volunteers. The message from volunteers is that they like to feel included in the 
organisation and valued for their contribution - with recognition of their voluntary status. 
The recognition must come not only from the volunteer co-ordinator or manager but from 
all members of the organisation, paid staff, clients, and management. The "nurturing" of 
. 
the relationship between the organisation and the volunteer - the psychological contract -
and of an inclusive culture is likely to be the manifestation of what co-ordinators 
identified as that special element to managing volunteers. As identified by Darlington 
(Dartington, 1992) and others ( e.g. Selby, 1978) those who "manage" volunteers need to 
ensure that they do not lose those qualities which make volunteering special. Dartington 
also warns that to lose sight of the concerns of those who resist the application of 
management theory could lead to unthinking application of management practices and a 
loss of those qualities of volunteering which attract volunteers. Figure 7.2 depicts the 
elements of the internal environment discussed above. 
The Organisation/Agency 
Organisation 
systems and 
policies 
~--
Mana ger/co-ordi nator/su pe rvis or 
Organisational 
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Values 
Altitudes 
,Actions 
Figure 7.2: Elements of the filternal Environment 
Feedback giving and seeking 
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The evidence from this study is that whilst it is not always recognised by them as 
feedback, volunteers do value information about how they are performing, and do offer 
support and assistance to each other in their volunteer work. They have informational 
needs and, if they feel comfortable, will seek feedback or assistance themselves. It is 
appropriate to note, however, that both the need for feedback and information, and the 
tendency to seek feedback and information differ among volunteers. Thus it is important 
for volunteer managers/co-ordinators and supervisors to recognise that there are varied 
needs and create an environment that allows for the varied needs to be met. 
When feedback seeking behaviour is encouraged and supported, and when friendly 
advice is part of the day to day culture of the organisation rather than a special or separate 
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event, volunteers feel a greater commitment to the organisation and to their volunteer 
work. The evidence in this study is that in some organisations day to day assistance of 
each other is as normal a part of their interaction as having coffee together and assisting a 
friend. In others the atmosphere is such that the feedback when it is provided is neither 
friendly nor welcome, and merely serves lo add to the volunteers' sense that the 
organisation does not value them as they feel they should be valued. 
7.5 The Use of Feedback to Manage Poor Performance 
Feedback theory is complex. The models and theories proposed by the various 
researchers are by no means in agreement and, as pointed out by Onsman (1999), there 
are only a few points on feedback which are generally accepted: goal setting and 
knowledge of results have a positive influence on performance, the sources of feedback 
can have differing effects, and the perception of the accuracy of the feedback, determined 
by the credibility of the source and the timing of the feedback, will affect subsequent 
performance. Anything beyond that, suggests Onsman, is "conjecture and theory" (p. 
12). 
What became apparent in the course of this investigation is that feedback is an important 
tool in the management of the performance of volunteers. Whilst the main focus of this 
study was to examine the issue of the management of poor performance using feedback, 
it emerged that the feedback environment could be more important than any negative or 
constructive feedback messages that might be delivered to volunteers. From the 
perspective of volunteers, most would like to know if they are not performing to the 
standard required by the organisation, but many do not feel they have either received or 
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delivered such messages, even when this is the case. If the environment in which they 
are volunteering is supportive and open, communication about the work they are doing is 
a normal part of their day to day interaction. Managers and co-ordim1lors identified some 
specific performance problems which are not easily addressed by feedback processes. 
Many of these are problems which neec.l to be attended to in a preventative fonn - that is 
by clear expectations, appropriate recruitment, selection and placement, and by training 
and instructions which set out the standard of work required. Some of the more difficult 
problems, such as declining performance due to age or illness or inappropriate 
behaviours, might also be addressed by the use of a regular "renewal of commitment" 
process as a preventative measure which allows for the sensitive handling of early 
problems. The vital role of the internal environment in which volunteers work, and in 
which any feedback processes take place has become increasingly evident as this study 
has progressed. Preventative measures are widely promoted in the prescriptive literature 
as the best method for handling poor performance. It appears from this study, however, 
that a supportive 11nurturing11 environment for volunteers is a key element of this process. 
7. 6 Implementation of the findings 
The evidence from this study is that feedback is but one tool in the management of 
volunteer performance. It works best when the communication lines between the sender 
and the receiver of feedback are not clouded by 11noise11 or interference from the 
atmosphere or environment in which the volunteer is working. The prescriptive literature 
advises good planning, recruitment and selection processes, clear job descriptions, 
manuals or instructions adequate training and regular communication with volunteers. 
Such practices would appear, from this study, to offer a more effective context in which 
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to oiler feedback to volunteers. Volunteers who feel confident about what they are doing 
will discuss their work with each other and offer ideas and suggestions in the cJjmate of 
friendly discussion, sometimes not even aware that it is feedback they are providing or 
receiving. 
The foundation study indicated that organisations which use the services of volunteers are 
implementing many HRM practices. The follow up to that preliminary research indicated 
that those charged with the responsibility for managing or co-ordinating volunteers feel 
that the management ofperfonnance was an area that required further attention. 
This study has indicated that there are many factors which complicate the management of 
poor perfonnance. and which require further attention. Most importantly, however, it is 
clear that feedback is one tool which can be employed to manage the performance of 
volunteers if an appropriate feedback environment is created. Such an environment 
involves the creation of an inclusive culture, and a .. nurturing" style of management. 
Volunteers need to feel free to seek feedback when they are uncertain or unhappy. 
Volunteers need also to have a clear understanding of how to be heard when they have 
concerns or grievances. Volunteers need to have a clear understanding of disciplinary 
procedures and dismissal provisions so that the boundaries of acceptable behaviour are 
clear, and managers and co-ordinators can use these to assist in dealing with 
inappropriate behaviours. 
The development of the psychoiogical contract with volunteers is an important part of the 
management ofperfonnance of volunteers. The cultural nonns developed by the 
organisation and the messages sent to volunteers are part of this contract. 
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Areas highlighted by this research where agencies may need to examine their practices 
include: 
Reporting relationships - the volunteer needs to have a clear supervisor and a clear 
level of contact within the organisation to enable feedback and information 
seeking behaviour. Some volunteers in this study felt they did not have enough 
contact with their supervisor, and some were even unsure as ~o who their 
supervisor or organisational contact should be. 
Communication mechanisms - newsletters and other communication mechanisms 
such as notice boards, that allow volunteers to be kept informed about what is 
happening in the organisation are promoted widely by the prescriptive 
literature. These are valuable tools in providing information to volunteers 
about the organisation, about changes, about the results of their efforts and the 
efforts of others. Newsletters are also a vehicle for promoting the volunteer 
programme and for recognition. They also provide opportunities to promote 
policies and activities which aid the development of an inclusive culture in the 
organisation. Whilst all of the organisations had some of these tools in use, 
some volunteers in this study felt that they would like to have more 
infomiation about the outcomes of their efforts. 
Evaluation or appraisal of performance - regular examination of the volunteers' 
placements in the organisation and the role they play. The evidence appears to 
be that the development of any programme of evaluation needs to be in 
keeping with the "nurturing" approach to managing volunteers. The 
development of a "renewal of commitment"' approach in consultation with 
volunteers could prove to be a significant contribution in the development of 
the psychological contract. A two way process which emphasises the value 
that the organisation places on the volunteer is more likely to be accepted by 
volunteers. The concept of a "renewal of commitment" approach emerged 
from the volunteer managers and co-ordinators who participated in this 
research. 
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Drucker (1989) and others have suggested that employers could learn from the actions 
of those who manage a volunteer workforce and that some of the elements of the 
"nurturing" aspect of volunteer management may bear scrutiny and rr:plication with 
paid employees. 
7. 6 Limitations of the research 
The limitations of this research are largely related to sample size and selection of the 
sample for study. Generalisations have been made on the basis of the response of a wider 
group in workshops which has tended to indicate that the issues raised and the options 
discussed are not limited to the small number of agencies and volunteers who contributed 
to the qualitative and quantitative data gathering process. The conclusions reached and 
frameworks provided, however, are intended as a basis for future research and cannot be 
interpreted as being conclusive. They do, however, offer signposts for practice options. 
7. 7 Contribution of this research 
Much of this research has documented and confirmed what many practitioners in the field 
of volunteer management and co-ordination have already considered. It has explored the 
use of feedback with volunteers in Western Australia. It has gone some way to 
confinning that the training being offered by Volunteering WA is vindicated in its use of 
literature from overseas and interstate, as much of the theory being developed about 
volunteers appears valid loca1ly. It has also served to extend the body of knowledge 
about volunteering by contributing a picture of how feedback is used in the local 
organisations and what problems are encountered in managing the performance of 
volunteers. 
The findings offered here represent a reference point for managers and co-ordinators of 
volunteers seeking to employ feedback effectively as an effective tool in managing 
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volunteers. Although much work remains to be done it is clear that the feedback 
environment, of which the organisational culture and the psychological contract are part, 
plays an important role in the feedback process. 
7.8 Potential for further research 
This study offers a basis for the development of causal research to investigate the strength 
of the relationship between the feedback environment and the success of feedback as an 
intervention strategy where poor performance is detected amongst volunteers. The link 
between the motivation to volunteer and feedback - perhaps drawing on the Volunteer 
Functions Inventory (Clary et al., 1998), and the concept of the psychological contract 
(Farmer & Fedor, 1999) would also play a role in such a study. It would be necessary 
also to examine whether this link was stronger or weaker when compared with that of 
paid workers, and this would require a comparative study of paid and volunteer workers 
within the same organisations. 
This study has also highlighted a number of other areas for further exploration. These 
include: 
)> The management of declining performance due to age or illness - an issue which will 
increasingly affect the paid workforce as well as volunteers, now that paid workers 
can no longer be forced into retirement merely because of their age. 
)> The concept of "supported volunteering 11, an area of interest to both mental health 
professionals and agencies. 
)> 11Mandatory volunteering" and its benefits for volunteering and the community. 
> Short term and episodic volunteering and the ways in which this can be used by 
agencies to their benefit. 
> The management of dual role volunteers. 
> The idea of the "renewal of commitment" on a regular basis, with the development of 
such a scheme being undertaken in consultation with volunteers. 
> The concept of feedback seeking and its role in helping volunteer co-ordinators and 
supervisors of volunteers :further develop their programmes to meet the needs of 
volunteers and therefore increase volunteer retention. 
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All of these areas arc awaiting exploration in the development of this intcrL'.'sting field. 
Research published recently conlinns the need for greater research into Human Resource 
Management in volunteering (Cunningham, 1999). It outlines the difficulties faced when 
implementing Human Resource Management policies and procedures in organisations 
which utilise the services of volunteers, and the prt.>ssures for change being faced by these 
organisations. 
The adoption of the field of volunteers and volunteering as an area for research and study 
can only serve to benefit the volunteers and the agencies with which they work by 
assisting them to provide the best volunteer experience possible, whilst improving the 
utilisation of this invaluable resource. 
7.9 Conclusion 
This study was a descriptive study which examined the use of feedback to manage the 
perfonnance of volunteers in six organisations in Western Australia. It has clearly 
identified the importance of managing the performance of volunteers in a way which 
promotes volunteering and utilises volunteer resources in the best way possible, whilst 
maintaining that special ingredient which makes volunteering unique. The strengthening 
of the volunteer - organisation relationship by careful nurturing. a supportive 
organisational culture and a positive psychological contract including a feedback 
environment which induces open feedback giving and seeking, are bases from which 
satisfactory and excellent perfonnance can develop. Feedback is an invaluable tool in the 
management of poor perfonnance by volunteers, but its use is limited without the 
supportive environment in which to utilise it. 
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workshop 2 in the afternoon. 
Co-ordinators' Network September I 999: This seminar was held in September of I 999 
at Volunteering WA. 
223 
Appendices 
Appendix A: Questionnaire 
Appendix B: Qualitative Data Collection Tools 
Appendix C: Statements of Disclosure and Informed Consent forms 
Appendix D: Supplementary Quantitative Data 
Appendix A: Questionnaire 
FEEDBACK STUDY 
QUESTIONNAIRE 
Thank you for agreeing to participate in this study. 
Completion of this questionnaire should take you between 15 and 30 minutes. 
Unless otherwise indicated you are asked to tick ~ 
the answer which most closely represents your immediate response to the questions. 
Most questions refer to this organisation. 
Please respond to all questions, even when you feel you are repeating yourself. 
Space is provided for you to make additional comments if you would like to clarify or 
qualify your response . 
. In this questionnaire: 
• · feedback means infonnat.ion about your perfonnance as a volunteer. This 
- infonnation could be in many fonns - from a beep from a computer when you make 
-_ - an error, - to a·fonnal recorded discussion. 
•-_supervisor means to the person who organises, supervises, co-ordinates, is your 
· contact, or generally looks after your needs while you volunteer . 
. . ·. t:··;.-· 
Mydut1e•JnJhis·organlsation-ma1n1y.consist of (Please select up to 3 and 
. - niim ber in order of. priority, 1,2;3): 
D 
D 
D 
D 
D 
[j 
fuildraisiiig 
eg -- selling raffle tickets 
-sponsored' events 
doodo ·door collection 
· opportunity shop 
management/committee member 
eg board/management committee 
working party/planning committee 
day to day organising/co-ordinating/supervising 
eg youth/seniors club organiser 
rosters 
preparing/serving food 
eg kitchen assistant/chef 
canteen 
administrative or clerical work 
eg typing/filing 
bookkeeping 
mailing 
teachirig/instruction 
eg - literacy iutor 
training 
transpc;,rti~g._petap_le or goods 
eg - •- -- -hospital:driver - -
meals "or, ·wheels driver 
~eiiveri_ng f~ "parcels 
- 'repaii"s/m~intenarice/gardening_ 
--__ -:~ ·:·: . ·_:·~~rp_ian_tir,g - . -. 
',c - - - - . - -- ':"hcn.igeh~ld rep_airs 
~ .. ~ -~ ; . . . . . . - . . . ' . 
. ·:::· .. ~·. ,: 
:\q\::·:·\. ; : : '; 
,-'·-,.i; ... L\:S:\ . 
. : i: ·. · ... ·. :·.·--_-_·. ·._._.-:·._;_· __ : __ .~·-.·'.:_,_: __ ',_.~._. -_._. .. :;·:·: '.:· :•,_;·_;·.:.·.:~~ ~: .. :·~> -~ .. -- , ( . ~ ·. 
• ·1· ~ .: : .• :·:: 
:···.•'1' '-· \"• 
.. '::'.; <- .-. ,>'·-. ,. -_i.,.;.1\'.,.,,._:·, ,. - . .. ·.·,-:.··flower show Judge [!tf N);/::11t~$,:tf i}:;;~;i,-kA'. ,::,- · ·< .. . . .· ·. . 
,\,,: .',!·-~-':,r. ,~. ·"'..-,,,,rr-',~1:-.-' ,: .• __ .,.,;,;_eg.:1'. ..... see 1ng,newmem"""rs .. 
~'~: • .t::> ~;- ... r:~~~·.::: /~ ~ >, ~r~t·\~t;~::-•::.~,r•.:: .• 1 /\ •, • "1.';,.•" •'~~·A ... •~.;•~ ~ :+...:".i• ... _;T ,.~~ '.• /.!.•+• .. 1 ~ "- • •'I• 
:,r-.1··.i:::·S•/f ··::.: -·; ··,:~\ ,,,:. r :i ;- ,;:. ::;._::, .,; .. !: -: · '··· .-... ·>/'. pr~rf nt,"superv1s1n·g displays 
i!\~!-Jt'i?!I~tf t;:;i\);,"/;/,~;· :, , . . -. . . 
D 
0 
D 
D 
D 
D 
D 
u . __ 
lobbylng/ad,vocacy/policy research 
-eg · approaching members of parllament 
recording statistics 
documenting evidence 
representing the organisation 
eg addr_essing meetings 
public . speaking 
attending conferences 
letter writing 
representing clients 
eg pro bona legal work 
advocacy 
performing/media production 
eg community radio/tv 
theatre 
search and rescue/first aid/fire fighting 
eg volunteer sea rescue 
state emergency service 
befriending/supportive listening/counselling 
eg p_arenthelp . 
telephone· help line 
advice bureau 
visiting .people 
'eg -_ hospital/prison visitor 
home visitor 
· buddy 
providing information 
-- -eg . . Injury -prevention _ -
. . ·: ... neighbourhood .waich;informatiori distribution 
- ' parenting inta~atiofcusti-ibutlon 
· .• / :i~~assJsta~se(Vlr.8S 
.• /--.: i ' .·::, ::.:•,.,:;ri~ii~;-.:·: ,· .· 
. ?;,_,_/:'r.-.::::~··,-<)i./'·.· -... ,.-:.·._ .... -. - '.:" -. -- .. , 
· _D<:·\·_.'··:;-::-:::'-_\·.: : __ ,gui_ding/tours .· · _ · 
_ <i .. \·:·.J--./·- _ _. __ :_-:·'. :·\ .. eg·s~oWingyi_s,forsa~ri!1-: .. · 
/)~:t:\::::;:/\~a:.:::::·/:>/:'.t[L;{f }~I:.:::'.f :!:1:~iI)ti.:;'.:ti;:::::::::_:::::;·_·:':_ ..• -.- .· :_·: __ -.• , ;,: :;mu~~~jtl!lrf ~·i~p~rk -
\:> , _ _,,-::-f ·· r· · <.>;-tf ~/ '.;. ~:;: .. ·:· .. ': .;\ jjther:duties-(please s~ityf· · --
I have ·been a volunteer for: 
Under 1 year 
1 year to under 2 years 
2 to under 6 years 
6 to under 1 O years 
1 O years or more 
I have been with this particular organisation for 
Under 1 year 
1 year to under 2 years 
2 to under 6 years 
6 to under 1 O years 
1 o years or more 
On average I volunteer with this organisation: 
D 
D 
0 
0 
D 
D 
D 
D 
D 
D 
Less than 2 hours per week D 
2 to under 4 hours per week 0 
4 to under 8 hours per week D 
a to under 16 hours per week D 
16 to under 25 hours per week D 
25 or more hours per week 0 
The approxim-~e amount of time I spend on a// my volunteer work (in all the 
- -o'rganisation's for which I am a volunteer) is: 
~ess·than 2·hours per week D 
2 ~o 4 he>urs per week D 
4' to ,8 hours per week D 
8 to·'16 .hours per week - D 
. .' . - . - .. . - . . . -~ 
-,16. tc:f2!f hours per week D 
-- ,:mrire)hc:1n--~6_-hours per week D 
•••• u •... ,·.·· ..... •······ ~!.!~!~tZ~:J.:::::~. 
i.i:\:\·\~:·./ '.: · -: -~· -:. :·: ·. : . · ·: · ~~:~Apki~:ic,~tdinator of ~cily~te_~rs 
D 
D 
;.·_,;:: ; __ :./t.·.2;: .//_:.·.: :: :_:. 
-·i.. ' ! • ) :: .",; 
i \·1,,~ .~ ~ 1, 0 . ; .: J.'_.·· > <-<.-;>~/.:>,·:~· • I < ' 
-:;':::(.;<--:.:: ~;_:.:i'.·.>r-/.,<:;/.:/:: :·: '.·, ·.: .other>(Please·spec1fy): ···: _. 
~Ji~it!if t.1;1:::t_(;:i/,.,'.,~ ,: ... • . · ·'. , ,," , , 
D 
n 
·o 
D 
NOTE: _ 
In_ ·su.~s.eqLJe~t 
questior1s,the term 
supervis.or ~fers to 
the·'ansWer."you. have 
provided: in this 
question.· ' 
Tick the box which best represents your situation In this organisation: 
(Where 1 means never and 5 means every time you meet) 
Never Always 
I have direct formal contact D D D D D 
with -my supervisor 1 2 3 4 5 
(ie we meet to talk about my duties) 
I have direct informal contact D D D 0 D 
with my supervisor 1 2 3 4 5 
(ie we meet in the course of our work) 
I have social contact 0 0 D 0 D 
with my supervisor 1 2 3 4 5 
(eg we meet at social occasions or at morning tea) 
My supervisor has the opportunity D D D D 0 
to assess my performance as a volunteer 1 2 3 4 5 
I have been given details of my responsibilities in: (Tick as many as necessary) 
a general letter 
_ a duty stat~ment 
-- -a procedures manual 
· another written format 
(Please Specify)--------
No written details 
- Unsure 
D 
D 
D 
0 
[.J 
D 
:i_~iv~(d) training for my volunteer position (Tick as many as necessary): 
... _-_._ :, 
· ',:;:"·'··, ·:· :--On_thej6b:in a rorma1:training-programme 
. ' :: 'oh)he_'.Job .with a ~-ore ~j(j)erienced volunteer 
k.i:-:.:.;,;'c';,:ln::forrfi~I- tralnirig sess_ions when-I started with .the organisation 
'._\•· .!ii\i!llJ.~t:changedduties 
. _- _:\>/.._-;'..·:JUh1ngs go wrong - ___ _ 
. ·. ~ . ' 
.i _.-.·.,.· • 
... ,_~.\ ... ~·:. =_. ·.·-.: .··. : 
J;~?t·:·.=:t~:\'.·.)//.i))·.:.~i-~-.i\:/r< · ·· .':{;~~~---=: :~-.<·-·:: .... _ 
D 
D 
D 
D 
D 
D 
D 
D 
0 
I receive feedback from: (Tick as many as necessary) 
my supervisor D 
my own thoughts and feelings D 
my client(s) D 
my co~workers D 
my subordinates D 
our board .or management committee D 
senior managers D 
an automated or electronic system D 
(such as a computer) 
other sources (please specify} D 
I consider the most important source of feedback to be: 
(Tick only 1 please) 
my supervisor D 
rny own thoughts and feelings D 
-hiy c:::Jient(s) D 
mY. co~workers D 
·m.y.subt>rdinates D 
ciu_r,bo~td or management committee D 
sehror managers D 
a=ri~uioniated or electronic system D 
other"-·sources (please specify) D 
I consider the. least important source of feedback to be: 
{Tick_on/y 1- please) 
D 
D 
D 
D 
D 
[j 
D 
D 
D 
As a general rule my current supervisor: 
Gives feedback on the strong 
aspects of my performance 
Gives feedback on the weaker 
aspects of my performance 
Advises on how I can improve 
my perfonnance in weak areas 
Advises on how I can build on 
my performance in strong areas 
Prai~es me in public 
:RePnmands m~ in private 
·¢ready communicates what is expected of me 
' . . . . 
Follows up on the ·tasks· I am 
askeilto, acconi:plish· 
·~~'ui11es ·1·-•~no\\twhat:tam .doing 
-.. ·_.,.... 
· ·;9~~·-~9fclj~dk_::t_~-,~l:~n~-~hat 1--ani· doing 
: '' '.~!~~fi:¢.o:,nrrie·~,·s:: •· '_. 
.~~ . . . - .. ' .. ' . 
.. ·,•:. :•· .. < ._·.' 
.· .. ;_-}/:·:._:_:).· 
Never/Sometimes/Always 
D 
D 
D 
D 
D 
D 
D 
D 
D 
D 
D 
0 
D 
D 
D 
D 
D 
D 
D 
D 
0 
0 
D 
D 
0 
D 
D 
D 
D 
D 
Please rate the following sources of feedback on a scale of 1 to 5: 
My current supervisor: 
Provides almost 
no feedback 
Gives no·useful 
feedback 
Is: not at all consistent 
iri · givhig:teedback 
·1s··nqt~t;ij11 prompt. 
.in);,ivihg)eedback 
ls·not ·~·r~u 9bJective 
_ifrg·ivihg:feedback · 
:.l.!f~i;,.t._::ata1t;i169~rate. 
.irj:·gi\>'.ibg ·f9~Q~ck . 
... -· ~. - . ' ' - ' .. . . . 
·i ' - . ~-- ... · -:.-. ,- -
. :1s' ndf'af 'ail':fai'r .. • . 
. ;fn;.giviHtf i~~~.ba·~w.-
D D 
1 2 
D D 
1 2 
D D 
1 2 
D D 
1 2 
D D 
1 2 
D D 
1. . 2 . 
D 
3 
D 
3 
D 
3 
D 
3 
D 
3 
D 
3 
O.·· . 0 · D 
·: -r 2 ·.· .. 3 
D D Provides a great deal 
4 5 of feedback. 
D D Gives extremely useful 
4 5 feedback. 
D D Is extremely consistent 
4 5 in .giving feedback 
D D Is extremely prompt 
4 5 in giving feedback 
D D Js. extremely objective 
4 5 in giving feedback 
D D Is extremely accurate 
4 5 in' giving · feedback 
D D Is extremely fair 
4 5 in' giving ·feedback 
. ':db,~fui~t~:·:i :: .... ", ._:< .·· . 
. _,;·:. ~·'. ····\· ':.- _______ ......_ _________ _ 
·'.;' .',; .. · .. · .'< .... . . .. - . -
... ~.--~;.:~.~-:··.:·. :.·:·.·. _.-":, _: .. · . 
My co-workers: 
Provide almost D D D D D Provide a great deal 
no· feedback 1 2 3 4 5 of feedback. 
Give.no useful D D D D D Give extremely useful 
feedback 1 2 3 4 5 feedback. 
Are not at all·consistent D D D D D Are extremely consistent 
in giving feedback 1 2 3 4 5 in giving feedback 
A_re·nbt-at all. pro_mpt. D D D D D Are extremely prompt 
in' gi_vintf feed_back' 1 2 3 4 5 in giving feedback 
" 
J\re: not at all: obj~clive D D D D D Are.extf~mely q~jective 
J"n:: g_h,ing·)eeat>a_ck·. · 1 2 3 4 5 in giving ·feedback 
Ar~·nol-ar ail accurate D D D D D Are extre.rnely ~ccurate 
· jh':gi'vfog:·~6ack-' .· . 1 2 3 4 5 in. givi'ngJeedback 
'Arer,0Jj1tall:f~ir:. D D D D D Are.extremely fair 
· .. · ;in:·~!v.~nJffee?b.~g~.: 1 2 3 4 5 in .giving -feedback' 
' ·-·· 
:coriim~'nts: ' 
.• J· ..• ·.: .·. 
:·.· · .. ·.· 
.' •... ;.· .•.. ;·.: . 
If I do not meet the expectations of this organisation: 
My supervisor Never/Sometimes/Always 
Publicly expresses displeasure with my work 
(eg raises voice in front of others) 0 0 0 
Publicly points out what I did wrong D 0 n 
Publicly explains what I should be doing D 0 D 
Takes me aside and privately expresses 
displeasure with my work D D D 
Takes me aside and privately 
points out what I did wrong D D D 
Takes me aside and privately explains 
what I should be doing D D D 
Does notlet me krioW ifs/he is unhappy 
with my performance D D D 
Other (Please specify) 
irecei_ve ~egat'ive comrnents -
. . . . Jronf rriy ci:>-worl<eu·sjf they a_re 
• unhappy w'itl{~y:performance D D D 
, . . : 
• •,;•. ;• T 
·• N6"bddy,.tel_is:·me it they:_an:f _ -· 
• -__ -.:::})?::,::/_ .'":_Gri't11ippy' witt,·:,hyJ>enormance D D 0 
..._, I• • •• • •' • • ." ,, • ' 
. ·.· i-·:-::· - ,, .. · .. -·. ' ... 
• '.: ~-·'.-: I • • ·.•" • 
When other volunteers do not meet the expectations of this 
organisation: 
Never/Sometimes/Always 
This is handled well·by the.relevant supervisor 
This is not handled well 
I am unaware of whether action is taken 
I get angry that I have to take up the slack 
Other comments: 
When I am doing well: 
My supervisor lets me know publicly 
that s/he is happy with me 
My supervisor lets me know priv~tely 
that s/he is happy with me 
lreceive positive comments 
from my· co~workers in public 
' ' . 
' ··t rece,ive positive. comments 
·.· from rny. co-work~rs in private 
· Nobqc:1y·oomnierits 
.. . . , ~- ,_ .. ' . .· '· - . . - . 
dther.commerits: 
'.'. ... . 
\Nhen .othenf are•doin~ well: 
.. -.. •."•:'.·. ~<·.'.· :•·,·,.·, ., .. ,; I',·." ... 
\~.:/~:::~1:.:~/~~-:_"; '.<:\~~:: (t1~1~?i-): :t~·:Xii::.::~-~{:;-_::tI;:-'.:;-;;'::i-.t.;.r.>:~::~ ::'.>".\'.".:}i_f .:::t {:~:-/ __ :-./:·;_._· 
D 
D 
D 
0 
D 
D 
D 
0 
D 
D 
0 
D 
D 
D 
D 
D 
D 
D 
0 
D 
0 
D 
D 
D 
D 
D 
D 
0 
D 
D 
0 
D 
0 
D 
D 
0 
Please rate the following on a scale from 1 to 5 
(Where 1 is extremely poor and 5 is excellent): 
Extremely 
Poor Excellent 
I would rate the frequency of the 0 0 0 D 0 
feedback I get from my supervisor to be 1 2 3 4 5 
I would rate the quality of the D D D D D 
feedback I get from my supervisor to be 1 2 3 4 5 
I would· rate the frequency of the D 0 0 D D 
feedback I get from my co-workers to be 1 2 3 4 5 
I would rate the quality of the D D D D D 
feedback I get from my co-workers to be 1 2 3 4 5 
Please make brief comments on the following: 
I would like to change the following about the feedback I get from 
my supervisor: 
.rwould like to.chan·ge th_e following about the feedback I get from 
.· .· · · · my~workers: · 
=···::·,. 
.. •':: · .. ·."·. ·:· .. ·.-.. 
- . :· : -~. : . . . 
In order that a profile of the group of volunteers completing this questionnaire 
may be compiled please take the time to complete a few demographic 
details about yourself (optional) 
The categories and groups align with those used by the Australian Bureau of Statistics and will be 
used for comparison with Australian Statistics on volunteering 
Sex Male D Female 
Age Less than 18 D 
18-24 0 
25-34 D 
3544 D 
45-54 D 
55-64 D 
65-74 D 
75 and over D 
Is English your first language? Yes D 
Wh~t level of education have you achieved? 
(Tick a maximum of 1 box in each column) 
Higher degree 
Bachelor degree 
Trade qualification 
Certificate or diploma 
Completed secondary school to year 12 
.. 9~mplete ·secondary school to year 1 o 
. ., Qid n.~t complete .secondary school 
. ·. .: sfol:at .s~tiool 
· ·. ·, · ..... : \iqiher: (Please specify) 
D 
No D 
Completed Progress 
Towards 
D 0 
D D 
D D 
D D 
D D 
0 D 
D D 
D 0 
(3\\):{i:'.<.\:·.~:i\ :/ .. . 
D D ,' ,: 
. .=::-.-·:··. ·_.· 
-·- :·. 
·.··.,:.-· :.· .-·.- ·.- ... 
. , ..... ·. 
' . :· .1,·:·t,' .. : .. 
What is your employment status? 
Employed- Full time D 
Unemployed seeking work D 
Not employed -not seeking work D 
Student D 
Retired D 
Employed - Part time regular hours 0 
Employed - Part time irregular hours D 
Employed - casual 0 
Other (Please specify) 
D 
What occupational group do you belong to (whether you are currently 
employed or not)? 
Manager/Administrator O 
Professional D 
Para-professional D 
Tradesperson D 
~~ 0 
Salesperson/personal service worker D 
Plant /machine .operator/Driver D 
Labourer D 
Other (Please .specify) 
D 
Thank you for taking the time to fill out this questionnaire. 
The following space is provided for any comments, observations or advice you may 
have. 
- • - : 0Th~nk you -_ _ _ _ 
i,M.'1an_ Paull, · __ Researcher 
· .. ·~ ~ > '.·, -. 
Are you prepared to participate in a group interview for the second phase of the 
study? 
This will take approximately 45 minutes. 
Consent forms setting out the confidentiality and anonymity provisions, plus detailing 
what use is to be made of interview data will be completed prior to any interview 
taking place, and interview candidates may withdraw at any time. 
Your name 
----------
Contact TELEPHONE NO: -------
The best day and time to call you----------' 
.Best day and time to schedule interviews----------
Appendix B: Qualitative Data Collection Toots 
B1: Group Interview Framework 
B2: Group Interview Gulde 
B3: Co-ordinator Interview Guide 
84: National Volunteer Week Workshops 
BS: Co-ordinators' Network Seminar September 1999 
81: Group Interview r-ramework for Discussion 
Topic: Using feedback. 
Time: Approximately 45 minute:1 
Names: We'll keep to first names only and these will not be transcribed. 
AU comments are acceptable: - everyone's opinion is valid, and disagreement is to be 
directed to content not to people or individuals, and it is okay to play "devil's 
advocate" as long as this is done with tact and discretion. 
Parking lot: Time will be short. If we find that one particular matter is talcing up a lot of our 
time we will place the issue on our list of deferred matters, a parking lot if you will, to return 
to in the concluding stages of our discussion. 
Accuracy of statements for reporting: The discussion will be recorded to allow accurate 
reporting of content. Names will not be reported in the written doclllllents generated by the 
discussion, and by using audio rather than video recording the anonymity of participants is 
better preserved. I will hold the original tapes in accordance with University policy on 
preserving research data, but these tapes will not be made available to anyone else. 
What happens to the information gathered: The information gathered will be summarised 
before being passed on to your manager. You will be provided with a copy of this summmy 
and your comments are invited. The information gathered here will be examined with 
information gathered in other or: misations to try and develop some sort of model or guide 
which nnght assist those charged with mana~g volunteers to better meet the feedback needs 
.. of volunteers. 
· ·. ]f you have any concerns about this research please discuss these with me . 
. ··. · ·. : :~ce '•iil thank you for your co-operation and assistance. 
'.('-. 
B2: Group Interview Guide 
It appears to me from the data generously provided by those of you who were able to 
complete the questionnaires that there are two broad categories of opinion with regard 
to feedback. 
The first group feel very confident with the work that they are doing and do not feel 
the need for much feedback. They are aware of just what is expected of them and feel 
that there is sutlicient information provided to them by supervisors and colleagues to 
allow them to monitor their own work. 
The second group are less confident about the work they are undertaking and would 
appreciate some more feedback. In some cases this is attributed to feeling that they 
did not get enough information to begin with, and in others to feeling that they would 
like to have information now about how well they are getting along. This feeling does 
not appear to be negative, and was often accompanied by very positive comments, but 
apr-ears to be an expression of a need for some feedback from colleagues and 
supervisors about their progress. 
I would like to start by having you tell me just what sort of information you got about 
the work you are doing when you first started as a volunteer. 
(Probe here for professional background, study in relevant area, interests, why chose 
this sort of voluntary work, written procedures, induction and training) 
)> How do you know if you are doing what you should be doing? 
)> Do you know if you are getting anything wrong? 
)> How do you find out when procedures change? 
> Do you seek feedback'i From whom? 
)> Do you make sure you tell other people how well you think they are doing? 
> What if you see someone doing something in what you consider to be an incorrect 
· .. fuaniler? 
· · 1'iow we have reached the end of the planned questions but I am sure there are issues 
·: : o'.Y<>li wo\lldlike ~o explore, which I have not covered. Would anyone care to lead off? 
.. · .• ·.1 .•. ·. 
B3: Co-ordinator Interview Guide 
This guide was developed to ensure some consistency in data colJection and to 
provide me with a guide. Probing was undertaken where answers seemed vague or 
incomplete and issues raised by the co-ordinator were explored where this was 
appropriate. Accordingly the interviews varied somewhat between organisations as 
discussion ranged over issues relevant to particular organisations. In addition material 
raised by volunteers in the focus groups were raised with the co-ordinator to enable 
exploration. 
) Confirm description of organisation. 
> Please confinn for me that you are responsible for the 
management/supervision/co-ordination of volunteer in this organisation. 
) Is that the primary purpose of your employment, is it considered to be one of the 
major duties - how does it fit into your job description? 
) Describe for me the role you play in ensuring that the services of volunteers are 
utilised in the best possible way by this organisation. 
) What sort of training do you offer volunteers? 
) How would you know if a volunteer was not performing their tasks in the way 
considered desirable or essential by the organisation? 
}> Does this occur - or has it occurred in the past? 
> What action was taken (would be taken)? 
) Is it your responsibility or someone else's to do something about it? 
}> Do you or have you dismissed volunteers? 
> What sort of feedback and recognition is given to volunteers? 
> What is your reading of how the volunteers feel about this? 
> .How would you describe the culture of the organisation in terms of the 
relationship with volunteers? 
> My observations from the surveys indicated that there are two groups of 
volunteers - a group who feel that they do not need feedback and are quite happy 
and capable; and a group who feel that they would like more information about 
· how well they are doing. Does this ring true with you? 
· > In the focus group interview held with volunteers in your organisation the 
· · following issues were raised: 
. J> > 
·.. ..> >. 
· ·• ·. _ J> .. AreJ.llere any aspects of the management ofperfonnance of volunteers which you 
·\voµId-like to change? 
: > Do you have any concerns or issues that you feel are relevant but which we have 
·. hot covered? 
1 ~ Presentation by Megan PauU 18/5/2000 
2 Cl ©Please don't reproduce without permission 
3 Cel The Research Process 
4 ~ Organisational Profiles 
l : Seml-11111onomDUS branch of• government dcpartmmt worlung in ••• of onviromient 
2: S111all adf fundina lncorponled body workina in •ea of farni ly tcl'Vicn locdod autaido Perth mttJO area 
3: larger mlinly government funded orpnisation wortina in the •u of disability scrvice1 
4. f..arscr mainly flindraising llmd"6 orpniaaiion WOOOII g in the =• rL dbab il ily JCrViCH 
,. M otropo 1itan component of 11111.ewido programme of govanmtnt depa,tmonl woitmg in the area of the environmcm 
6. Wc,rt Austr11lian branch of Amlr.lli• wide orgmtlution whk:b ia parl cf• world wide orpnintion w00011g in th• tna of aid to third 
wa-ld ,:ountric,.. 
s ~ Participant Profiles 
Demographics 
6~ 
• Gender 
- 2 8.2% ina.k, 62. 4% female 
cp Rosmberg-RU!SC'II { I 996) '5% female 
• Age 
- 3S-44ya age ~un~,6s+ age gmupover~ 
• Language 
- 90% &,;,,a Englilh lpoama !,;a,:ta,w,d, 
- Olpnla,tlon J and , 11<111: limn oon l!nglilh ,p,:wng bat:laro,md 
• Educational Attainment 
- almost 25% hold a higher degree or bacbclor1 degree, 5% did not complete acoondary 
• Occupitional Background 
- 27 DUI m7S an: c:idicr OIJITO!ldy or lff"iouoly b profcuiDIUII ~ 6 indicmd • m..,.c:ri..a or adrnirimlive ho~ . 
• Employment status 
- 34% also in paid workf~e as compared with 69% from ABS 
1 ~ Duties 
• befiiending, office work, personal care such as hairdressing. transporting clients, 
fundraising, mounting specimens, updating data bases, representing the 
organisation, board/committee member, food preparation, lecturing, providing 
infonnation, 
• No sporting, emergency services or tours/guiding organisations surveyed 
a ca What Constitutes a Perfonnance Problem? 
• New to task 
• Unsuited to task 
• . Inappropriate behaviour 
1 
• SpeciaJ needs 
• Declining performance due to age 
9 0 Can we (do we) apply 
rvfanagen1enttheory? 
• Woibbop partmplllll: Y r:r and 110 
• "P""ial nurturing Uped lo vo]Lllrt«I" managomcnl 
. Hedley {19')2, p. 115) 
·~"I lld»nlffro u, ;,, Ill"")' <Wu, "'"" di§icidl. and 1'0qllir'rr ,,,,,,. ,kill, lb ,,.,,,.,,,,,,, paid ,14/f'. 
• These difli cu.ltitl Item from the f llC!. idmtified by both Hedley mid by Colomy, Cbm 111d Anclrewl{ 1987, p. 24) thld "'11U11teer s expect 
thl!ir no,r empio:,,u status to bf! recognised a!!d their persorwl nems lo be met, wlil/s/ at tlie sam, lime demanding well orsan11ed, 
cltiarly defined, weU nq,ported and wpuvistd won:. 
10 GB Prevention is better 
than cure 
• Recruitment, selection, placement 
• Induction, Orientation, Training 
• Job descriptions 
• Supervision 
• Communication 
11 ~ What are agencies doing? 
• Realistic "job" previews 
• Screening and placement 
• Behavioural "contract" 
• Job Description 
• Induction/Orientation 
• Training 
• Supe1visor 
- Contact with supervisor 
• Commi.mication 
• Rewards and recognition 
2 
. : '' ··~ ... , .. , ... 
12 0 "Appraisal" 
• Limited application 
• Limited acceptance 
• Recommended by Standards Manual 
• What might be appropriate? 
- "Renewal of commitment" 
- Opportunity for input into organisation 
- Planning 
- Suggestions? 
13 ~ Feedback 
• What is it? 
• What makes it work? 
14~ Feedback 
15~ Literature 
16~ Source 
• Supervisor 
• CoMworker 
• Client 
• Self 
• Task 
• Board or Committee 
• Senior Management 
• Other 
17~ Me.ssage 
• "Thanks" 
• Specific 
•.Negative 
3 
1s Ll Knowledge of Results 
• Arps ( 1920) 
"work with knowledge of results versus work without knowledge of results" 
• Knowledge of results and feedback facilitate performance 
• Grell er and Herold ( 197 5) informationa1 and motivationaJ aspects ot feedback 
19 GB Recipient 
> Those who are happy with current level of feedback and don't feel they need more. 
> Those who want more feedback. 
> Those who are not really interested in feedback. 
»Those who expect that they will be told if they are not perfonning, but who have not had 
experience ofthis. 
20 ~ The feedback environment 
• Culture 
• Communication 
• "Supervision" 
• The "psychological contract" 
• Co-workers 
21 ~ Feedback seeking 
• Ashford 
• Seeking for information 
• Seeking for recognition 
• Seeking for other reasons 
22 ~ Negative Feedback 
• Who? 
• How? 
• Feelings of co-ordinators 
• Feelings of volunteers 
What does the literature say? 
4 
23 ~ The experience of others in preventing poor performance 
• Pre Vmli P11 or poa' peri'onJIIOOI is bdtcr. 
• He atn volunlcm 1111 c lcar u to wh.al is cxpeC'lcd or them 
• Haver adequate reMIW'l,'CII and reall1till g.,.b. 
• Be •1n they koow 111d ~ at the out1e1 bow import.1111 the owomu an:. 
Be 1ur,, they know the CO!UOq110t1CC1 of not rcw:hing 1 boee OI.W<lmca 
• Mab ,un Ibey know lh.- for the pu!pOfO or organiulional and indivldu,J effcwvQICII a friendly check u lo what they •e dOU1 R wilt 
happm li'orn time IO lirae 1111d Iha! they will hit receiving fccdbad,; about bolh the good ind Ille bad. 
• Enoo,..,,gc them IO seek feedback md IO uk q11e1tioru when unccrtsin 
• Ciroumslarlcel for dismi&Ul must alao be clear. 
24 ~ Dealing with poor performance: 
What does the literature say? 
Wilm a pvblcm arix.o II 11 in,parlllll kl bc <loar • so ..,,_,t the problem ii. 
II ii iJllpo,tml 10 kocp crnolionl DUI u Ibo f....itr.d, 
II ii impc:,cunl: 10 focw oa lbc IIIICbuablc hdlMour Wld IQ tic fll)OCilk 
It ii lmporbat "'f"'Yidc hcdta..1 • ooon • ii snctk.aJ after the .....,,. 
II ii viW Iha! the mdbod Ml bc pcncml ,r 100 a-nJ. 
It ii aba importanl IO aff'<r doc: YQl..- lhc &c,il)' of• priva,tc diKUIUOll whin poa,'blc 
You must bear lhc \'Ohinlcco'a l'ClporH - then: rmy be I vay good rcaoon!I 
You IDIIII bc c:ansi,ccat bod, l\'ill, Ibo ..,.. valldocr mi "'1th odicr mlllfllCCII, 
It ii impocuff IC! II)' lo pt !he ml- lo oec "'by po,r pcrf<nu.ani:e i1 umccq,bblc. 
It ii lmportml ID Otldlnc Ofhll ..W happca Dal 
Wbm all .... f.aib )'<IU mu&f mah a decil10II IO dismi • • voludccr. 
2s ~ Separation 
• Dual role volunteers 
• Consistency 
• Honesty 
• Dignity 
• Support 
• Options - reassignment 
,. Ibis agency 
,. new agency 
26 ~ Conclusion? 
·. ··(,"· 
5 
1 ~ Managing Feedback 
Some preliminruy findings 
2 i=i Who is this researcher? 
• Why have a workshop? 
• What benefits can arise? 
J ~ Some preliminaries 
• Record and transcribe workshop 
• Utilise printouts from whiteboard 
• List of participants confidential 
• No individual identified by name or organisation 
• Consent forms 
4 ~ An Outline of the Study 
• 3 part study (triangulation) 
- Questionnaires - to gain an overall picture 
- Focus'group interviews - to flesh out the picnrre 
- Interviews with managers/co-ordinators to get another perspective 
s ~ Organisations 
1 : Semi autonomous, government, environment 
2: Incorporated body, small, regional, family services 
3: Incorporated body, larger, based in Perth, disability services 
4: Incorporated body, larger, based in Perth, disability services 
6 ~ Respondents 
• Carry out a variety of tasks: 
• befiiending, office work, personal care such as hairdressing, transporting clients, 
ftmdraisiog, mounting specimens, updating data bases, representing the 
organisation, board/committee member, food preparation 
1 G11 Limitations 
• Respondents appear at this stage to be largely: 
• female, 
• older, 
• not seeking work 
• from· Etig~ish speaking background 
· . a Ql Should.the perfonnance of volunteers be "managed"? 
~ What do \Ve mean by "managing"? 
: 'I-,· .•.. 
. . : ,~ ,· · .. ~ 
1 
9 ~ Should the performance of volunteers be managed according 
to the theories developed for the business world? 
• Is this possible? 
10 ~ Is there such a thing as "poor performance" by a volunteer? 
• MacKenzie (1988) uses the tenn "difficult vohmteers". Is this more appropriate? 
• What are the consequences of"poor perfonnance" by volunteers? 
u ~ Do volunteers want to know if they are not doing well? 
12 ~ Do they need to be told? 
13~ 
14 ~ Responses to Feedback 
15~ 
16 G9 Ideal Feedback 
• Consider what you would list as the 5 characteristics of the ideal situation in which 
you would like to be giving feedback when perfonnance has not met the 
expectations of the organisation. 
11 ~ Ideal Feedback 
• Now list the 5 characteristics of a situation in which you would like to receive 
feedback that your performance has not met the expectations of the organisation. 
• Recall at least one situation in which you received feedback where the ideal 
conditions did not exist 
1s ~ The experience of others in preventing poor performance 
• .~ of poor pafonn- la beucr. 
• · 13,:, Jun volmiteon 1n1 cl~ u to wild ii expected of them 
• Haw adeqllabl ~ .ad -iirtk: goals. 
• Be ll!ff lhey know .ad llftdtntlOd sl the oulad how hapo,unt the vut.comn are. 
. • . Bci 111n lhey mow the const:-qllfflCOII of llOI reaching those ollcO!ncs 
• Mab '°" Ibey blow that for the purpose of orpniulional and indi.Yidual elfcetivmess I li'ietld(y c:heck .., to whal lh,:"J are doing 
wiU bawea from tiine to tilltO and that they will be reocM11g fcc4>aclr. about bQth tho good and lbe tt.d. 
2 
• F,ncc,tngc lhom to .... k rc~bad and to .. k qu,nliOIII "'1lcn wiccr\lin 
• CircunuWM:et for dismiuol mml also hf dear. 
19 ~ Dealing with poor performance: 
What does the literature say? 
Wbta a ~m lrila ii i1 imponlll: Ii> be ck.• In wbal die pvbkm 10, 
II i& imp,N,111 10 kcq, <ll'Dli- Obi o( Lb< fco,;bd;. 
II ii impoN.111 to provide fccdbad .. l<IOII • i1 pnc~c.ol after lho cvcnl 
II ii;~ ID focm ""'the ..,..._r-bk boM"i<JUf ..., to be ,petific 
u ii ........ ""' focdbt<:k nol be pc...,...J .. '""' , ..... .i. 
II ii >II<, impon,nl ID otTOl lho vollllllCOI ""' dip I)' "'a privalC wcu,,iQD. when: poui bl• 
You RMI boulho vo1-..·, ..._ -lhcrc ""')' be a VOi)' 10DC1 ~.....iJ 
Y"" Rllltl be «-illall bClll, will, !ho ...,.. wlllblOCf ..., w:idi olhcr '11111111cen. 
ii ii in,pMW ID II)' to £ti die vol llllleer to ICO why pc,w pcnclffJlll!CO ii IIIIIC<epUbk. 
II ii .........,C lg D<lllino whol will bappn, ac1I 
• Wb= 1111 d .. fail,, yc,u - ....le a d<cilioo to di..,.;.., vol-. 
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Appendix C: Statement of Disclosure and Informed Consent 
STATEJ\'IENT OF DISCLOSLIRE 
Project: The Management of Poor Performance by 
Volunteers: The Use of Feedback. 
Researcher: Me~an Paull (9310 1286) 
~laster student 
Faculty of Business 
Edith Cowan University 
Supervisor: Associate Professor Catherine Smith (9273 8330) 
Head of Department: Associate Professor Alan Brown (9273 8278) 
Aims of the Study: 
Poor performance is an occasional problem amongst volunteers, however 
the consequences of failing to deal with poor perfonnance can be serious. 
Concern has been expressed by those who manage and co-ordinate 
volunteers that they do not necessarily feel equipped to handle poor 
performance. 'fhis study aims to examine the use of feedback as a tool in 
the management of poor performance by volunteers. 
What is involved? 
The first part of the study will involve the completion of questionnaires by 
a group of fifteen to twenty volunteers in your organisation on a range of 
subjects including the type of volunteer work you undertake, the 
organisational environment in which you work and the feedback you 
receive. The questiorutaire will take fifteen to thirty minutes to complete. 
The second part of the study involves inteiviews with both the person 
responsible for co-ordination or managing volunteers in your organisation 
and with a small number of individual volunteers. The inteiviews will be 
semi-structured in that a similar set of questions will be asked of all 
interviewees with scope to pursue areas of interest. The interviews will be 
recorded and transcribed. Those who complete the questiorutaires will be 
asked to volunteer to be inteiviewed. A smaller group will be randomly 
selected from amongst those who volunteer to be interviewed. 
What will happen to the data collected? 
The data collected will be used by the researcher to describe the use of 
feedback in the management of poor perfonnance by volunteers. The raw 
data in the fonn of completed questionnaires and inteiview transcriptions 
will be retained by the researcher at her home for the period of five years 
·required by the University. This data will be stored separately from the 
.. details of participants. 
Confidentiality and anonymity: 
The data collected in this study will not be stored with your name, and 
every effort will be made to ensure anonymity. At no time will particular 
individuals be identified and the written report will not attribute particular 
statements to any organisation or individual. However, as has been 
mentioned, due to the unique nature of some of the work undertaken by 
you and your organisation it may be possible for individuals to be 
identi tied by those who are familiar with them and their work. 
Results: 
The results of this study will fonn part of the thesis prepared for 
submission to fulfil the requirements for the award of the Master of 
Business. The final thesis will be placed in the library collection at the 
University, and it has been agreed that the Volunteer Centre of Western 
Australia will also receive a copy for their library. Further, the outcomes 
of the study may also form the basis of other publications and research by 
the researcher. 
Potential benefits to you and others: 
By participating in this study you will help to increase the body of 
knowledge on the management of volunteers and on the management of 
performance generally. Managers and supervisors of volunteers have 
expressed concern that this is a particularly difficult area and it is hoped 
that this study will assist them in this task. 
. ·:.·. 
.. · .. ; .·. 
. ' 
STATEMENT OF DISCLOSURE AND INFORMED CONSENT 
I have attended the briefing session conducted by Megan Paull at 
---------on--------- regarding her study of 
the use of feed back in the management of volunteers. I have read the statement 
of disclosure outlining the aims and objectives of the study and understand the 
arrangements made regarding confidentiality, and storage of data and results. I 
have been provided with a copy of this information for my own reference. Any 
questions I have asked have been answered to my satisfaction. 
I ___________ agree to participate in this activity, realising I 
may withdraw at any time. 
I am aware that although it is not intended to use the names of participant 
organisations, some of the results may allow others familiar with the organisation 
to identify both the organisation and the people involved. I agree the research 
data gathered for this study may be published provided I am not identified by 
name at any time. 
· Participant Date • 
Researcher Date 
. .... 
, . 
. ·-
.. ·· .. 
,, . ,, 
·.· 
... ·· .. 
-·.·.' ·.' .. ::·:._· .. ··.'.:,.-... ·., . :·:·. ·. · ... · . . ·:.... : .. !!. ·:·. ;' ., .. 
::=--::-. . .-}.-.. : .· .. •·. ,··.: . 
. • .. ~ . : .. 
STATEMENT OF DISCLOSURE 
Project: The Management of Performance by Volunteers: 
The Use of Feedback. 
Researcher: Megan Paull (9310 1286) 
Master student 
Faculty of Business 
Edith Cowan University 
Supervisor: Dr Scott Gardner, (9273 8735) 
Head of School: Associate Professor Alan Brown (9273 8278) 
Aims of the Study: 
Poor or declining performance is an occasional problem amongst 
volunteers, however the consequences of failing to deal with poor 
performance can be serious. Concern has been expressed by those who 
manage and co-ordinate volunteers that they do not necessarily feel 
equipped to handle poor performance. This study aims to examine the use 
of feedback as a tool in the management of performance by volunteers. 
What is involved? 
The first part of the study will involve the completion of questionnaires 
by a group of fifteen to twenty volunteers in your organisation on a range 
of subjects including the type of volunteer work you undertake, the 
organisational environment in which you work and the feedback you 
receive. The questionnaire will talce fifteen to thirty minutes to complete. 
The second part of the study involves focus group discussions with small 
groups of volunteers, and an interview with the person responsible for co-
ordination or managing volunteers in your organisation. The interviews 
. will be semi-structured in that a similar set of questions will be asked of 
all. interviewees with scope to pursue areas of interest. The interviews 
will be recorded and transcribed. Those who complete the questionnaires 
will be asked to volunteer to be interviewed. A smaller group will be 
randomly selected from amongst those who volunteer to be interviewed. 
. What will happen to the data collected? 
· The data collected will be used by the researcher to describe the use of 
. ··feedback in the management of poor perfonnance by volunteers. The raw 
· data in the fonn of completed questionnaires and interview transcriptions 
will be retained by the researcher at her home for the period of five years 
· r_equired by the University. This data will be stored separately from the 
·. ·_ details of participants. 
Confidentiality and anonymity: 
The data collected in this study will not be stored with your name, and 
every effort will be made to ensure anonymity. At no time will particular 
individuals be identified and the written report will not attribute particular 
statements to any organisation or individual. However, as has been 
mentioned, due to the unique nature of some of the work undertaken by 
you and your organisation it may be possible for individuals to be 
identified by those who are familiar with them and their work. 
Results: 
The results of this study will form part of the thesis prepared for 
submission to fulfil the requirements for the award of the Master of 
Business. The final thesis will be placed in the Jibrmy collection at the 
University, and it has been agreed that the Volunteering WA will also 
receive a copy for their library. Further, the outcomes of the study may 
also fonn the basis of other publications and research by the researcher. 
Potential benefits to you and others: 
By participating in this study you will help to increase the body of 
knowledge on the management of volunteers and on the management of 
perfonnance generally. Managers and supervisors of volunteers have 
expressed concern that this is a particularly difficult area and it is hoped 
that this study will assist them in this task. 
STATEMENT OF INFORMED CONSENT 
I am a participant in the National Volunteer Week Work1hop on 
Volunteering Feedback. I understand this forms part of the research 
being conducted by Megan Paull for her study of the use of feedback to 
manage the performance of volunteers. I have read the statement of 
disclosure outlining the aims and objectives of the study and understand 
the arrangements made regarding confidentiality, and storage of data 
and results. I have been provided with a copy of this information for 
my own reference. Any questions I have asked have been answered to 
my satisfaction. 
I agree to participate in this activity, 
realising I may withdraw at any time. 
I am aware that although it is not intended to use the names of 
participant organisations, some of the results may allow others familiar 
with the organisation to identify both the organisation and the people 
involved. I agree the research data gathered for this study may be 
published provided I am not identified by name at any time. 
Participant Date. 
· Researcher Date 
. : ~ ~-.·,·- ~ 
ST A TEMENT OF DISCLOSURE 
Project: The Management of Performance byVolunteers: 
The Use of Feedback. 
Researcher: Megan Paull (9310 1286) 
Post Graduate Student 
Faculty of Business 
Edith Cowan University 
Supervisor: Dr Scott Gardner (9273 ) 
Head of Department: Associate Professor Alan Brown (9273 8278) 
Aims of the Study: 
Perfonnance management is an occasional problem amongst volunteers, 
however the consequences of failing to deal with performance problems can 
be serious. Concern has been expressed by those who manage and co-
ordinate volunteers that they do not necessarily feel equipped to handle poor 
performance, and that they do not know how volunteers feel about the use of 
feedback. This study aims to examine the use of feedback as a tool in the 
management of perfonnance by volunteers. 
What is involved in the workshop? 
The workshop will explore some of the preliminary findings from the data 
collected in 4 participant organisations. Discussion of options and ideas 
from participants' own experiences will be used to add depth to the material 
already collected. 
What will happen to the data collected? 
The data collected will be used by the researcher to describe the use of 
feedback in the management of the performance of volunteers. The raw data 
in the form tapes will be retained by the researcher at her home for the 
period of five years required by the University. This data will be stored 
separately from the details of participants . 
Confidentiality and anonymity: 
The data collected in this study will not be stored with your name, and every 
effort will be made to ensure anonymity. At no time will particular 
individuals be identified and the written report will not attribute particular 
statements to any organisation or individual. However, as has been 
mentioned, due to the unique nature of some of the work undertaken by you 
and your organisation it may be possible for individuals to be identified by 
those who are familiar with them and their work. 
Results: 
The results of this study will form part of the thesis prepared for submission 
to fulfil the requirements for my degree. The final thesis will be placed in 
the library collection at the University, and it has been agreed that the 
Volunteering WA will also receive a copy for their library. Further, the 
outcomes of the study may also form the basis of other publications and 
research by the researcher. I have also agreed to offer workshops and 
presentations through Volunteering WA. 
Potential benefits to you and others: 
By participating in this study you will help to increase the body of 
knowledge on the management of volunteers and on the management of 
perfmmance generally. Managers and supervisors of volunteers have 
expressed concern that this is a particularly difficult area and it is hoped that 
this study will assist them in this task. 
Thank You 
Megan Paull 
Researcher 
STATEMENT OF INFORMED CONSENT 
I am a participant in the Co-Ordinators' Network Workshop on 
Volunteering Feedback. I understand this forms part of the research 
being conducted by Megan Paull for her study of the use of feedback to 
manage the performance of volunteers. I have read the statement of 
disclosure outlining the aims and objectives of the study and understand 
the arrangements made regarding confidentiality, and storage of data 
and results. I have been provided with a copy of this information for 
my own reference. Any questions I have asked have been answered to 
my satisfaction. 
I ___________ agree to participate in this activity, 
realising I may withdraw at any time. 
I am aware that although it is not intended to use the names of 
participant organisations, some of the results may allow others familiar 
with the organisation to identify both the organisation and the people 
involved. I agree the research data gathered for this study may be 
published provided I am not identified by name at any time. 
Participant Date. 
Researcher Date 
STATEMENT OF DISCLOSURE 
Project: The Management of Performance by Volunteers: 
The Use of Feedback. 
Researcher: Megan Paull (9310 1286) 
Post Graduate Student 
Faculty of Business 
Edith Cowan University 
Supervisor: Dr Scott Gardner (9273) 
Head of Department: Associate Professor Alan Brown (9273 8278) 
Aims of the Study: 
Perfonnance management is an occasional problem amongst volunteers, 
however the consequences of failing to deal with performance problems can 
be serious. Concern has been expressed by those who manage and co-
ordinate volunteers that they do not necessarily feel equipped to handle poor 
perfonnance, and that they do not know how volunteers fee1 about the use of 
feedback. This study aims to examine the use of feedback as a tool in the 
management of performance by volunteers. 
What is involved in the workshop? 
The workshop will explore some of the preliminary findings from the data 
col1ected in 4 participant organisations. Discussion of options and ideas 
from participants1 own experiences wil1 be used to add depth to the material 
already coUected. 
What will happen to the data collected? 
The data collected will be used by the researcher to describe the use of 
feedback in the management of the perfonnance of volwiteers. The raw data 
in the fonn tapes wiU be retained by the researcher at her home for the 
period of five years required by the University. This data wiU be stored 
· . separately from the details of participants. 
. . . . 
·- . . . 
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Confidentiality and anonymity: 
The data collected in this study will not be stored with your name, and every 
effort will be made to ensure anonymity. At no time will particular 
individuals be identified and the written report will not attribute particular 
statements to any organisation or individual. However, as has been 
mentioned, due to the unique nature of some of the work undertaken by you 
and your organisation it may be possible for individuals to be identified by 
those who are familiar with them and their work. 
Results: 
The results of this study will fonn part of the thesis prepared for submission 
to fulfil the requirements for my degree. The fmal thesis will be placed in 
the library collection at the University, and it has been agreed that the 
Volunteering WA will also receive a copy for their library. Further, the 
outcomes of the study may also form the basis of other publications and 
research by the researcher. I have also agreed to offer workshops and 
presentations through Volunteering WA. 
Potential benefits to you and others: 
By participating in this study you will help to increase the body of 
knowledge on the 1nanagement of volwiteers and on the management of 
perfonnance generally. Managers and supervisors of volunteers have 
expressed concern that this is a particularly difficult area and it is hoped that 
this study will assist them in this task. 
... 
. : . . 
Thank You 
Megan Paull 
Researcher 
Appendix D: Quantitative Data from Questionnaires 
Demographic Profile of Respondents 
Table D.1 Cross tabulation: Age distribution of respondents by organisation. 
AGE Organisation Total 
I 2 3 4 5 6 
18-24 3 I 8 12 
25-34 I 4 5 2 12 
·-
35-44 2 I 2 2 3 10 
45-54 2 4 5 3 2 16 
55-64 2 1 2 3 I 4 13 
65-74 8 3 5 2 18 
75> 2 2 
Total 12 6 13 20 11 21 83 
Table DZ: Cross tabulation: Level of Completed Education by organisation 
Education Comi:,leted Organisation Total 
I 2 3 4 5 6 
Hillher dew-ee I 1 1 I 4 
Bachelor degree 6 I 3 I 4 15 
Trade qualification l 3 9 13 
Certificate or diploma 3 I 7 7 5 23 
Yr 12 I I 9 11 
Yr 10 2 I 3 2 8 
Did not complete secondary 1 I 2 4 
Other 1 I 2 
Tota1s 11 4 13 20 1 I 21 80 
Table DJ: Cross tabulatio11: Employment Status by Organisation 
Employment status Organisation Total 
1 2 3 4 5 6 
Employed full time 1 9 3 13 
Unemoloved seeking work 3 3 6 
Not emploved - not seekinR work 3 3 3 I 10 
Student 1 6 7 
Retired 12 4 8 1 6 31 
Part time rejW(ar hours l I 
Part time irremdar hours I 2 3 
Employed casual 1 1 2 
Other 1 I 2 I 2 7 
·Totals 12 4 13 19 11 21 80 
: < .. '\ .~. 
Table D4: Cross tabulation: Occupational Group by Organisation 
Occupational group Organisation Total 
I 2 3 4 s 6 
Manaaer/admin 2 2 2 6 
Professional II 2 7 2 s 27 
Para-orofessional 1 2 I 3 7 
Tradesoerson 2 2 5 9 
Clerk I s 4 10 
Sa1esoerson/oersona1 services I I 2 4 
Plant/machine/driver 1 1 
Other ... 3 I 5 11 
"' Total 12 3 11 17 11 21 75 
Volunteer service profile: 
Table DS: Cross tabulation: Length of all volunteer service by Organisation 
Duration Oronisation Total 
1 2 3 4 5 6 
Under 1 vear 2 5 7 5 2 3 24 
1-2 vears 5 1 4 3 4 17 
2-6 vears I 2 7 4 6 20 
6to10vears I I 2 I 4 9 
IO vears or more 3 3 3 1 4 14 
Total 12 6 13 21 11 21 84 
Table D6: Cross tabulation: Duradon of service in this organisation by 
Organisation 
Duration Orv:aoisation Total 
1 2 3 4 5 6 
Under 1 vear 2 s 5 5 2 4 23 
1-2 vears s l 2 s 4 2 19 
2-6vears 2 3 6 4 9 24 
6tol0vears I 1 2 1 3 8 
IO years or more 1 2 3 3 9 
Total 11 6 13 21 11 21 83 
:,~· . 
.. . 
: ~ ..... 
. (" -~ 
. ,..:·-,: . .-.\·1_·-J:.;,."' 
Table D7: Cross tabulation: Time spent on all volunteer work by organisation 
Time Oreaoisation Total 
1 2 3 4 s 6 
less than 2 hours oer week 1 3 8 12 
2 to under 4hours oer week 4 3 3 4 5 19 
4 to under 8 hours oer week 9 2 4 6 4 3 28 
8 to under t 6 hours oer week 2 2 11 3 18 
16 to under 25 hours per week 1 1 2 4 
over 25 hours per week I I 2 
Total 12 6 12 21 11 21 83 
Table DB: Cross tabulation: Average time spent on volunteer work in this 
organisation by organisation. 
Time 01VJ1isation Total 
1 2 3 4 s 6 
less than 2 hours oer week 1 1 4 13 19 
2 to under 4hours oer week 3 6 5 4 5 2 25 
. 4 to under 8 hours oer week 6 4 8 2 4 24 
8 to under 16 hours oer week 1 l 9 I 12 
16 to under 25 hours oer week 1 I 
over 25 hours oer week 2 2 
added in by respondent - 1 I 
irregular occasional contact 
TotaJ 12 6 13 21 ll 21 84 
Table D9: ANO VA Supervisor feedback ratings between groups. 
Dimension Sum of Squares df Mean F Sig. 
Sauare 
Quantity Between Groups 8.923 5 1.785 1.147 .344 
Within Groups 107.397 69 l.556 
TotaJ 116.320 74 
Utility Between Groups 5.145 5 1.029 .785 .564 
Within Groups 85.249 65 1.312 
Total 90.394 70 
Consistency Between Groups 5.251 5 1.050 .681 .639 
Within Groups 103.270 67 1.541 
Total 108.521 72 
Timeliness Between Groups 4.217 5 .843 .594 .705 
Within Groups 93.769 66 1.421 
Total 97.986 71 
Objectivity Between Groups 3.249 5 .650 .537 .748 
Within Groups 78.723 65 1.211 
Total 81.972 70 
Accuracy Between Groups 9.253 5 1.851 l.932 .102 
Within Groups 59.379 62 .958 
Total 68.632 67 
Fairness Between Groups 5.033 5 1.007 1.048 .397 
Within Groups 63.41 l 66 .961 
TotaJ 68.444 71 
Table DJ 0: Co,;.worker feedback ratings between groups 
Dimension Sum of df Mean Square F Sig. 
Squares 
Amount Between Groups 9.487 5 1.897 1.320 .267 
Within Groups 91.956 64 1.437 
Total 101.443 69 
Utility Between Groups 15.199 5 3.040 .499 .775 
Within Groups 377.330 62 6.086 
Total 392.529 67 
Consistency Between Groups 7.197 5 1.439 .977 .439 
Within Groups 89.907 61 I.474 
Total 97.104 66 
Timeliness Between Groups 4.839 5 .968 .692 .631 
Within Groups 86.691 62 1.398 
Total 91.529 67 
Objectivity Between Groups 5.367 s I.073 .917 .476 
Within Groups 71.379 61 I.170 
Total 76.746 66 
·Accuracy Between Groups 5.446 5 1.089 .921 .473 
Within Groups 70.918 60 1.182 
Total· 76.364 65 
.Fairness Between Groups 2.974 s .595 .443 .817 
Within Groups 83.262 62 1.343 
Total· 86.235 67 
·· .. :··'1_,:,;,·.1 :·. =·-··., 
Table DJ J: Mean and standard deviation for contact with supervisor 
Direct rormal Direct inrormal Social Opportunity to 
contact Contact Contact assess 
N Valid 75 75 73 78 
Missing JO 10 12 7 
Mean 3.01 3.44 2.56 3.73 
Std. Deviation 1.45 1.54 1.36 1.38 
Table DJ 2: ANO VA Relationsl,ip between contact with supervisor and organisation 
Sum or Sou ares df Mean Souare F Sie. 
Direct formal Between Groups 16.421 5 3.284 1.635 .162 
contact 
Within Groups 138.565 69 2.008 
Tota] 154.987 74 
Direct informaJ Between Groups 36.131 5 7.226 3.604 .006 
Contact 
Within Groups 138.]49 69 2.005 
TotaJ 174.480 74 
Socia] Contact Between Groups 21.086 5 4.217 2.503 .039 
Within Groups 112.886 67 1.685 
TotaJ 133.973 72 
Opportunity to Between Groups 13.312 5 2.662 ].430 .224 
assess my work 
Within Groups 134.034 72 1.862 
Total 147.346 77 
Table DJJ: Frequency distribution: English as first language 
Frequency Percent 
VaJid ves 76 89.4 
no 7 8.2 
Total 83 97.6 
Missing System 2 2.4 
Total 85 100.0 
Table D 14: Cross tabu/atlor.: English as a first language by organisation 
On?aniBation Total 
I 2 3 4 5 6 
En~dish as first lamruaize ves 12 s I I 19 11 18 76 
no I 2 J 3 7 
Tota1 12 6 13 20 11 21 83 
Table DJS: Duties undertaken by volunteers 
Activitv Count % ABS"'*% 
Fundraisiniz 22 27.SOO/o 4S% 
Mana11ement/Committee 4 5% 43% 
Dav to dav omanisiniz 7 8.80% 28% 
Prroarinw' serving food 4 5% 26% 
Administrative clerical 19 23.800/o 23% 
T eachinwinstruction IS 18.80% 29% 
Transoortiniz 4 S% 19%, 
Reoairs/maint./Jlafdeniniz 3 3.80% 18% 
Protectine the environment JO 12.SO% 7% 
Coachinlllrefereeinl!/iud~im.t 3 3.80% 200/o 
Recruitiniz 6 7.500/o 12% 
Lobbvinwadvocacv/oolicv research 1 1.300/o 9% 
·-Befiiendinwsuooortive listeninwcounsellin2 12 IS% 18% 
Providiniz information 14 17.SO% 22% 
Personal care/services 7 8.80% 13% 
Guidin~ Tours 0 0 4% 
Performinwmedia 0 0 11% 
Search and Rescue/first aid 0 0 7% 
Other 20 2S% 8% 
Representing organisation 11 13.80% Incl 
Visiting 9 11.30% Incl 
Total OTIIER 40 49.00%, 8% 
* AIUigures allow for an individual to be counted under more than one category. This 
means that figures wilJ not add up to the total for the population and will equal 
greater than 100%. 
"'* Source: ABS figures Western Australia 1995 (Rosenberg~Russell 1995 Table 7). 
